RS IR SR AN M NAA A S o0 a it B o Ao had

T T P Ty

M M i ai et i o A St e

RFPRODU(‘FD AT (;OVEHNH’"? ey PSE ‘

THE = = &0ooogi4o99
INTERNAL |
COMMUNICATION
PROGRAM

AD-A156 157

TPl sln XS AW
.~
1[4
kA 4 - “)‘, "_;‘-’.‘
\J 1 : BN
. SRy
s R : ‘
3 [N
-
o
o
Mo
3\::
it
d
\
|

C FILE COPY

: / . IYI j/ -’. \
. i \ /I

'A'Pri'mer for Comménders
.md Pubhc Affaxrs Officers

This docuraeat Las been approved

!ol’pubn-rolocnandnlam‘ o gs 06 24 051

dilmhuuon is unnmlhd




DRl i arar b i

el N VL e e e T m e

REPRODUCED AT GOVERNMENT E‘(PENSE

v " 4

DISCLATIMER

The views and conclusions expressed in this
document are those of the author., They are
hot intended and should not be thought to
represent official ideas, attitudes, or
policies of any agency of the United States
Government. The author has not h2d special
access to official information or ideas and
has employed only open-source material
available to any writer on this subject.

This document is the property of the United
States Government, It is available for
distribution tc the _gepergl puyblic. A loan
copj of the document may be obtained from the
Air Unive sity Interlibrary Loan Service
(AUL/LDEX, Maxwell AFB, Alabama, 36112) or the
Defense Technical Infdrmatlan Center. Request
must include the author s name and complete
title of the study.

This document may be reproduced for use in
other research reports or educational pursuits
contingent upon the following stipulations:

-- Reproduction rights do not extend to
any copyrighted material that may be contained
in the research report, :

-~ All reproducnd copies must contain the
following credit line: "Reprinted by
permissinn oI the Air Command and Staff
Coliege."” ’

-- All reéproduced copies must contain the -

name(s) of the report's author(s).

-. If format mddification is necessary to

-better serve' the user's needs, adjustments. may

be made to this, report--this authorization
does not extend to ropyrzghted information or
materiat. The following statement must
accompany the modified document: "Adapted
from Air Conmdnd and Staff Research Report
(number) entLtled (title) = by
{author) ." ‘

-~ This notice must be included with any
reproduced or adapted portions of this
document.

<

ai
[
v

S e

. .

- 1.

AT LN

v

R MRS AT - § Dy

. .
PO IR S

R 35

‘v ¥ a4 e &
N
elatet it

2w g e e e 218
AR 1K

r
L4

R




““ P AP

A.t'.'; 3 . RN i DT S S AR

Af"(‘f”"‘ on "0!'
| NTiS Graal
DTIC Tix
Unznno:

Justiiin ttzn

By
Di“tl’"’f

Avallaniiit v {odes

REPORT NUMBER 85-0265

CTITLE THE INTERNAL COMMUNICATION PROGRAM--

A PRIMER FOR CQMMANDERS AND PUBLIC AFFAIRS OFFICERS

AUTHORC(S) MAJOR THOS 3. BOYD, USAF

FACULTY ADVISOR MASOR MICHAEL A. MICHAUD, _Acsc/EDx

.SPCNSOR MR ARTHUR M. MATHISON, GS-14, AFSINC/IIBD

Submitted.to the faculty in partial fulfillment of
requirements for graduation.

AIR COMMAND AND STAFF COLLEGE
~ AIR UNIVERSITY
'MAXWELL AFB, AL 36112

Th!.l dwtmﬂl!! L‘(J b?_"') n))lov 'n] ]
for pubilte ralnqzs (o zely ita
ruau‘.butlon i3 onjim!: aj.

A

i’;‘x'v'li‘.’}. Lt/ or ’
Dist Spesial
:.. . ' I
. |
A Il 1

| I

AR s 11 3 LI R SRR

LT

PO

TR LA ATAT

T Y RONT IR 3 BIRR ISP - - Mo PRl | & e e o

B N
JORCIRE ™ ' AR
L ] L A

0' 1.v.v
.
3!




SECURITY CLASSIFICATICON OF THu§ P )
EEE—— T ot B ———
YL COTUMENTATION PAGE

e REPORT SECURITY CLASSIFiCaiioa ) 1b. RESTRICTIVE MARKINGS .

Unclassified : '

28 SECLRITY CLASSIFICATION AUTHQR: T 3. DISTRIBUTION/AVAILABILITY OF REPORT,

2b. DECLASSIFICATION/DOWNGRADING 3C-uDULE

4 PERFORMING ORGANIZATION AEPOHRT JUMBEMS) 5. MONITORING ORGANIZATION REPORT NUMBER(S)

85-0265

6a. NAME OF PERFORMING ORGANIZATIO 4 86, OFFICE SYWBOL | 7a. NAME OF MONITORING ORGANIZATION

: i appicabiey '

4 ACSC/EDCC

S5c. ADDRESS (C:tv. State and ZIP Cudey ‘ 7h. ADDRESS (City, State and ZIP Code)

Maxwell AFB AL 36112 '

23. NAME OF FUNDING/SPONSORING ' 8b. OFFICE SYMBOL |9 PROCUREMENT INSTRUMENT IDENTIFICATION NUMBER

QORGANIZATION I eppitcable,
8c ADDRESS (City. State and ZIP Code) ' 10. SOURCE OF FUNDING NOS. )
PRCGRAM PROJECT TASK WORK UNIT
ELEMENT NO. - NO. | NO. NO.

11. TATLE /Inciude Security Classification

The Tnternal Communication Program--

12. PERSONAL AUTHOR(S)

Boyd, Thomas J. . .

13a. TYPE OF REPORT 130. TIME COVERED 14. DATE OF REPORT (Yr, Mo., Day) 15, PAGE COUNT h

FROM _ 10 1985 @ril ' Qi

16. SUPPLEMENTARY NOTATION ’

Item 11. A Primer for Cocnmanders and Public Affairs Offlcers

17. CO3AT! CODES 18 SURJIECT TESMS (Continue on reverse if necessary and ider.(ify by bleck number

FIELD GROUP sUB. GR . ' - o '
19. ABSTRACT lC‘onunue on reverse if nen ssary und tdentify by biock numper) ' . .
A primary function of Air Force commanders is—to-establish a ocxmunlcatlon system Wi chm

their organizations. Cuminication ensuires mission a‘compllstment by keeping people informed
about goals, methods, and their personal roles. This handbook is primarily designed to help
wing commanders develop a hasc intcrnal commuhication-system,’ including ideas for effectlve
use of the base rewspap2r, Conmander's Call, Action Iine and supervisors. Internal com-
munication is Critical to civilian corporations, too. The handbook also discusses how cor-
poration’ programs can ix rodi £ vd to oxpand . the Air. Force commmication channels. A des- .
c¢riptive communication rdzl is vmdrd along with reconmendatlons for workmq with Lho-,
Public Affairs Office to ing nwwnf a commmunication yrogram

20. DISTRIBUTION/AVAILABILITY OF nisTitacy : 21. ABSTRACT TECURITY CLASSIFICATION
uncLassiFieo/unLmiTED B sanve as et Do omicusgas O Unclassificed . : o
_— \ : .’ —
22a. NAME OF RESPONSIBLE INGIVIDUAL 22L TELEPHONE NUMBER 22¢c. OFFICE SYMBOL
L aa . . Upclude ! .
ACSC/EDCC Muewell AFB AL 36112 (‘zéé) pRxErcx
B . R . .‘.y../ oy sl

DD FORM 1473, 83 APR - - -,m.x 1 Ua Tl 1315 OBSOLETL. S R S

. s
N PR ~ - * . . . . - fa . - H o T ‘ . " . . ) . g
oo : . . vl = . . ’ Vel e e

. L

CL _ T o SECURITY CLASSIFICATION QF THIS PAGE




PREFACE

The primary function of a commander is to ccmmunicgté,
'by deed or by word. Nothing is more basic. Nothing is more.
important because everything a commander does-—motivate; |
direct, coordinate, o;géniZe—-depends upon the communication
process. According to Chester I. Barnard, a pioneer writer

in the fields of leadership and management, "The first execu-

tive function is to develop and maintain a system of commun-

ication.” The purpose of this handbool is to help Air Férce
cpmmanders (primarily, wing commanders) carry out this first
executive function. A second audience is the public affairs
officer (PAD), a member of tbe cormander ‘s immediate staff
whose jdb is to agsist the commander in conﬁuctiné-an
"internal information (cdmmdnication) program."}

The importance of ‘internal cbmmunication haszreceivédv -
hiqh—]evei command attention in the Air Fdfée., The popular
synopsis'of,fhe Air Fofce.missioﬁ'ié'“tb~Ely,and to Eiéht}"
This mission depends.upon communication, accordinéntoinr
Force Chief of Staff, Gen. Charles A. Gébfiel,

Combat readiress is as much a matter of';ind as

of weapons 'ard logistics. Self-confidence in, -~

our capabilities, willingness to fight when

called upcn, commitment to America’s national

ideals are inportant mental factors in the
readiness eguation. Air Force leaders engender

Ciid




CONTINUED

self-confidence and inspire people through
training and education programs and through
communizating. Communication is particularly
important, because it personalizes the link
between commanders and their peodople. Through
word and action, leaders must communicate
effectively at all levels in order to develop’
the unit cchesion that leads to top perfor-
mance. In addition, communication between a
commander and his people must flow in two
directions and must take place regularly—-
daily, weekly, and monthly.

Communication is also critical to the quality of life of the
Air Force members supporting the mission. According to the
Honorable Vern Orr, Sécretary of the Air Force,

One of the most important functions we all
share is to keep our people informed about
matters affecting their lives. When talking
to Air Force people at various bases, I find
that many of them have questions about enti-
tlements and other sunjects. There is a con-
cern and sometimes misunderstanding about the
future of the military retirement plan and :
about quality of life matters such as allow- ' T
ances. for housing, reimbursement for travel

and other matters of compensation....

Secretary Orr’s, comment does mnore than just reaffirm the

impact and importance of ‘communication. Commanders should

but may not always, continuallv address quallty—of life issues .
to lnswvf the qun,tlun° and ClCu' up tho mlsundﬂrstandlnqs
poople have 'he: results of three years of surveys ‘adminis-

tered by teams £rom the Air Porco Leadorshxp and Management

v,




'CONTINUED

Deveiopment Center (LMDC), Maxwell AFB, Ala., also indicate
infra—organizational commﬁnicatioh may not always be effective.
The LMDC."Orgahiza,iona1 Assessment Package" contains a socC-
tioﬁ on "Organizational Communications Climate" which is
fated, like other sections, on a scale of 1 to 7 (1 is the
negative end of the séale, 4 the neutral point, and 7 the
positive end). “The overall eyaluation average of'this commun-
ication sectionAfof the past three years is 4.48. As étated-
by one LMDC evaluater, only .48 to the positive side‘is "lgss
than a élowinq,endorsemeht" for the Air Force communication
climdte; Civilian corporatiqns.offen don 't fare well. either

when their internal communication programs are scrutinized.

"There is a concern, either voiced by individual leaders and

cdmhandors or refiected‘in surVPyslsuch‘aS'thOSe conductediby
LMDC, that the need for'éffective communicqtion.is not always .
cdnsiSténtlyléétod upon. - Hopefully, this handbook will help
chmandefs furn their.desirc to communicate into concrete
plans "and proqréms.

- Other rescarch projocts by Air Command and Staff College

“and Air War College course officerslhave dealt with communi--

cation. They have focused on specific internal information
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CONTINUED

programs, such as the Action Line or Commander’s Call, but‘
none ‘have dealt with the total Internal Infcrmation Progrém.
A general handbook for PAOs was published in 1981, b&t it
doesn’t deal in detail with any aspect of the publiq affairs
funqtion. These studies are valuéblé and, in some cases,
contributed to this"work. This handkook wi11~trybto bring
Ithé bits and pieces together for éommandeps and éerve as an
easily digestible reference. For the commander 's PAO, this
handbook mayAalsc serve as a general guide and tickler fdr
new ldeas onvcbnduéting an Internal Information Program.

It should be noted now th;t the term "internal informa-
tion program” will not be used in the remainder of this hand-"
book. 1Internal information is used in Air Force public
affairs regulations.. The term'“informatién" éenms'stétic,
hocher, and may imply thatloniy facts:and data ére conveyed,
This is not totaily accurate. impoftantvperqeptions about
credibility, openness and‘pefsonal concern for othérs éléo
flow fhréugh'a communicatién'progrém. Thereféfe, thé ;efh

"internal communication program" will be used. This reflects

vi




CONTINUED

the author’s opinion, hopefully supportéd by the research,

.that the process ot communication is the impdrtant’idea to be
studied.

The handboék is organized‘into five‘chapters. qhapter
One will discuss the vaiué and uses of.an internal communica-

 tion program. <Chapter Two will lay a common foundation for

understanding by identifying a genéral model of communication

and specific qualities necessary for za internal, crganiza-
tional communication model to work. The various formal com-

munication channels provided for in Air Force regulations will

be discussed in Chapter Three, with an emphasis on the philos-

ophy, sﬁyle, and céhtent; rather than detéiled mechanics. In
' Chapter Four, thebhqhdbook will presént SO@é communication
techniques and prbgrams‘uscd by civiiian corpo;ations to coﬁ-
duct their internal commﬁﬁication pnogramg. It is the'premige
of this handbook that4cértain principles of communication work
busically,the‘saﬁe whether in a civilian or military organi-
zation. Therefore, all types of orqaﬁizationé can benefit

by ,onsiaerinq programs proven succéssful for other groups.
Finally, Chaptcf Fivc-will.suggést,wﬁys the commander can
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CONTINUED

app;oach thevoverall task of developing a communication pro-
gram. The chapter will aleo suggest this handbook will never
really be complete. New ideas and‘techniques can always be

developed'as teChnology ‘and iegenuity expand. More than any-
thing, the purpose and gnal is to emphésize_the importance of

internal communication.

This document will be submitted to the Air Force Service

Information and News Center, Kelly AFB, Tex., for review and
[:0ssible publication and distribution to public affairs
offices and wing commanders throughcut the Air Force. The
author wishes to gratefully acknowledge the assistance of’
Mr. Arthur M. Mathison, A1r Force Service Ianrmatlon and
News Center, and Major Michael A. Mlchaud Alr Command and

'

Stdff College faculty.
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Chapter One -

fHE VALUE Qf COMMUNICATION
"Information is the most eeeential link between.wise.

leadership and purposeful action,"” was how former Air Force
Chieflof Staff Gen. Thomas D. White summarized the value of
communication. Internal communication programs are the chan-
nels through which this important information flows. A unit'e
mission effectiveness depends upon whether infermation flows
freely, swiftly, and accurately through communication channels
or if it is bottled up and deator+ed. Communication holds an
organlzatlon together, it contrlbutes to organizational cohe—

sion, which is recognized, for example, in the Basic Aeroapace.

Doctrine of the United States Air Force, undér Section 2-6,

the Principles of War: ;
Cohesion is the principle of establishing and
maintaining the werfighting spirit |and capa~-

- bility of a force to win. Cohiesion is the
cement that holds a unit together through the
trials of .combat and is critical tg the
fighting effectiveness of a force...Commanders

: : build cohesion through effective leadership and
. _ by generating a sense of common identity and
shared purpose. Leaders maintain dohesion by
_ , communicating objectives clearly, demonstrating
. ‘ o genuine concern for the morale and welfare of
’ their people, and employing men and machines
according to the dictates of sound military
- doctrine. Cohesion in a force is produced over
time through. effectlve leadership at all levels |
of command. {Author s emphasis added.)
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The ultimate value of an internal coﬁmunicafion érogram is
not in the "high gloss quality” of its éroducts or the smooth-
néss with which the programs fﬁnction; but in.how it affects
what people belijeve 'in and how they actr-'As the basic aero-
space doctrine impliés, communication s Qaiue is found in
getting people to work togethe£ and having them understand
what they must do and why it is impoftant they dc itL

The view thét a better informed worker is a better over-
‘all émployec is widely held in civilian corporafions and orgén-
izations. As was stated in the Preface, Qigani7a£ions with
unrelated missions and gdals, such as civilian Qersus mili-
tary, use the same basic pfinciples.of éoﬁmunitation and’
should benefit from any interchangé cf idéés. According to
Atlantic Richfield Company’s maﬁager of eﬁployée communicak
tions, bavid Orman, "We feel that emp1oyees’who are better
informed about the company,.their jobs and their fellow
émployees are going to be bettef wquersJ bétter_spokesper—
sons for the company and better éble to ébnf:ibute to its
profitability." _ 7

A chief erecutive officer {CEO) of a, corporation, like
aﬁ Air Force Qing commander, is ultiﬁately responsible for
keeping the company’'s employees better’inférmed. Roéér bprrix,
a writer in the corporate communication field, asserts, "The
respﬁnsibility for communication'1eadership4~and indeed the
ownership of thé communication process and prob1em~~rests’

with senior management." The - commander or CEO must take a

[l
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direct role in the communication process and activelwv fight
~what seems to be an inhorent burcaucratic tendency to suppross
information in an almost "prove to me that you need to know
this" fashicn. According to D Aprix,

Intelligent institutional leaders, rather than

searching. for the best ways to protect infor-

mation and to withhold it from people lower

down in the organization, must search for

inforimation control systems that give pecple

the information they need to do their work as

well as to reduce the anxiety they feel about

their role in the organization.

The importance and 'impact of internal qommuﬁication pro-
grams may be apparent, but, unfortunately, successful or
effective implementatibn is not always the case. One long-
tcrm survey of about 250,000 employees from approximately 200
organizations found that "ro more than four in 10 employees
at any organizational level, including managers, feel their
companies do a good job of letting them know what is going on
in the company." This conclusion corresponds with the LMDC

'survey-of 144,000 Air Force members since 1981 (cited in the
Preface), showing only a slightly positive rating of organi-
zational communication. A commander is not only responsiblé
for establishing'and preserving a communication network, but
for setting the tone and atmosphere in which it will function.
How does a commander take the .recognized value of an internal

. communication program and translate it into better informed,

better working people?




Ore way is to define some specific communication respon-

sibilities and gdais; W. Charles Redding, in The Corporate

Manager ‘s Guide to Better Communication, identifies severail

universal communication responsibilities:

(1) "To articulate goals and to encourage understanding

of these goals.";-A'coﬁmander musﬁ not only talk about.the
wing’é-pfimaryzmission, but relate how the individual tasks

of gquad;ohg'ahd supporting units contribute to that mission.
How the wing coptributes to the 1arger mission of, for example,
a numberedigif Force ard up theforganizational éhain to ﬁhe
Air Force’sioveréll nati&nal defense role‘is also sometﬁing '
that should be brought into focus for members of the wing.
Military and Air Forcevcivilian menibers alike will want answers
to questlons, such as: Why is my job important to this mission?
Why is this unit ‘s mission valuable to the Air Force and to

the future of this country? The individual worker will also
want to paé§ cn the answers to these questions to family and
friends. Oneﬁof £heltoughést tasks when articulating goals

is relatzng spec1f1c ]ob requirements to the larger mission.

It 1s .important, though to dlSCUSa both longdrange and short-
range goals and show how work goals, and the quallty of lndl*

vidual efforts, contribute to mission success.

(2) "To disseminate (or supervise the dissemination .of)

information réqpired for the daily'operétions of the COmpény.

This includes information about the relationship between per-~

- fﬂfofmance and rewards, such as pay and promotions; how wewards'
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and penalties are determined; problems facing the combany;

and long-range plans." For example, how does the Stripes for'

Exceptional Performers program work so an airman can get that
nc%t stripe early? Or, how can the wing getAready for the
neét Operational Rgadiness Inspection--and what‘is the purpose
cf an ORI? This second function relates directly to the first
responsibility of a:ticulafing organizational goals. A com-
mander can talk abou£ the goals of phe wing or the AirlFOrce
in general‘and then discuss just what steps, challenges or
sacrifices will be necessary to reach those goals. Will the
budget be tighter; will work schedules change; will tﬁé equip-
ment be different? All types of questions can surface in the
daily operation. Unless the commander’s commﬁhication system
can provide the answers, people "will be frustrated in their
information requirements” and turn to alternate scurces, such

as the "rumor mill" or the "grapévine."

]

(3) "To resolve destructive conflict, to negotiate, to
conciliate." This handbook will only deal in the area of

public conflict and not with cases normaily’handled'through'

4confide'“‘a’ ~hannels, such as the Inspe- tor General sysStem.

Where . ...  commander deal with public compiaints? Base

nerpaper "Action Line" columns and Commander’s Call are just

two examples. A .commander must not only address the specific

'question and the individual, but must make the answer under-

standable and convincing to a wider, concerned audience., 6 The

goél is not to stifle conflict, but'to resalve it._ia part,
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by giving iF an open hearing. Encouraging feedback (which
will be defined in the next chapter), although always impof-
tant in communication, ie critically important in this
function. ‘ ‘ '

{4) "To represent oneself, one’s unit, or one’s company

in situations requiring explanation and advccacy." Relating

this responSibility only to an internal communication.program.
a commander may need to explain performance standards by

which people and mission accomplishment will be judged. What

will he the principles and rules of daily operation and why

are they important to follow? The commander will often need
to serve as the spokesperson for higher headquarters deci--

sions, policiez, or posi*ions. As with rQSOiVJng conflict,

‘the commander will ofien explain or ‘advocate a 9051tion to

an individual, but really address tle entire unitc.

{5) "To help :ake the work place a _more satisfying and

fulfilling--rather than alienatingw—experience for everyone

in the organization...The goal here is not so much to make
workers ’happy' as to make them feel part of the organization
--not just .‘neglected cogs in‘an impersonai,macnine'." A few
yearé ago, the concept of bclonging'to an “Aif Foroe family"
wa 3 public1zed (For many people. the idea and feeling wasn't
new, but formalizing the tefm "family" was.) That idea, or
the analogy of belonging to a team, won'ﬁ'work without com~

munication. Quality of life issues and psychologlcal rewards

are sometimes just as important as a raise in pay. A corporate
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communication director for Pennsylvania Power and Light
Uompany; Thomas Ruddell, assorts what many comanders and CROs
atready know (without ever studying a heirarchy of neceds),
"Pay, benefits anrd job seéurity are important motivators, but
they ‘'re not as important as feeling appreciated and part of
the team...and that takes communication."”

There are other communication reéponsibilitics for a
commander, but they are mainly in the external or public area.
The responsibilities discussed éenter on internal communica-
tion, which may be the most important of all communication
concerns for the commander and his puwlic affairs staff. As
stated in a Secretary of the Air Force, Office of Public
Affairs bulletih,

.. .commuiicating with our people is probably

the most important aspect of our public affairs

charter...without first letting our people know

what s happening in our Air Force, the chances

for success in the other areas are minimal.

Internal Information is the very foundation of

all our public affairs efforts. If our "family"

does not feel important, have a rositive atti-—

tude, present a sharp image--then we have failed.

This first chapter has discussed the value and importance
of communication to an organization’'s mission aécomplishment.
Air Force and civilian corporate executives recognize that
an internal communication program can establish the founda-.

. tion for any organization. Motivation and cohesion throughdut
a unit result from commanders "“generating a sense of common
identity" and specifying clear objectives through an cffective

"internal communication system. ‘The effectiveness of an

-re e,

- -

=

L
)

¢

i T

v

. D 4 .
. o, e e

R

Ty YT
N

,A?:.’- l .' 4.'.-' ..' . “."‘.‘ A

.

by —?.."A

B
.“ -

[P
LT 4%
PSP S 3

. e
%

R bR
]' 1‘4 A‘_’,l‘ 1' l. C'I ’ .

“e

T

e o o w o =
D)
IR

pY WS S 4




3

‘importaunt “"qualities" in the communication process. Under-

internal communication proa. . depends upon a commander s
direct and active participation. several SpecifiC'comrdnicé—
tion responsibilities were proposéd: (1) articulating and
encouréging understanding of organizational goals, (2) distem-
inating infarmatioﬁ reguired for daily operation, (3) resolviﬁg
lestructive conflic:, (4) advecating and explaining persohal
or-cecrporate standards and policies, and (5) making the.ofgan—
izaticn a more satisfying place to work. This.chapter also
méntloned that leaders are not al&ays successful in estab-.
lishing internal communigatioh programs. ’Aioné with défining

communication goals'and responsibilities, a commander might -

alsoc want to understand a pasic model of how researchers ' ' §

believe communication "works." Also, there are certain

standing a communication model and these qualities could help
establish both the mechanics and tone of a'system responsive
to the communication goals of a commander and the needs of

subordinates. . A communication model and certain qualities of

the process will be discussed in the next chapter;




Chapter Two

A COMMUNICATION MODEL

AlthoughICOmmunication is the most commoa social process,
mo.t scholars agfee it is far from the best understood. As
¢ne scholar of;communiéation theory wrote, "Perhaps communi-
cation is'too.ﬁuch a part of us to eveﬁ study. It is so
" ubiquitous ard'éervasive tha£ it seems like the aié:"You
know it is there, but it is so available and so common tﬁat
it does not seem terribly imporfant to worry much about it;“
Communication mﬁst be studied and worried about, the scholar
gdded, because gt is the key to unravelihg so many of the
world’'s pfoblems‘and mysteries. On a more practical level,
a commaﬁder wofries ébout'communicatioﬁ because it c¢an make
the critical difference between missiqn'accémplishment or
failure. This chapter wi}l tackle the process of communica-
tion thrdughlthe déscfiption of a basic mpde1;  Understanding
this model won’'t guaranteé sﬁccess‘inbprgctice,‘buﬁ it is'é
good starting,poiht. After diséussing.this model, thé chapfer
will deal with specific qualities of the éenden‘(i.e., the
commandef). the channe}s used, and the perceptions of tine
fécciver(s). How do these qualities impact the,procesg? Why

are they so important?. . S D
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One formal definition of communication is "the process

oy which an individual (the ¢ommunicator) transmits stimoli
(usually verbal) to modify the behavior cf other individuais
{the audienée)." This definition may be too restrictive
since many different researchers have concluded that. "stim-
ali,” eside from the obvious written kind, are often non-

verizal. Everything from body language to atmosphere and

setting "communicates" a message. A simpler definition is
"the process of transferriaa information ard understanding

to another person." By breaking down these definitions into

theilr common parts, the communication model can be formed.
First, the communicator is the orginator or initiator

of the process. A person starts a conversation for a reason

which is gencrally, no matter what the subject, "to influencce
other individuals in a way favorable to the communicators..
It is an attempt to change the way another person thinks or

béhaves.  Even social conversation--"small talk"--is started

unconsciously to influence another person’s consideration,

'
.

+

aifcction, or companionship. ' . :
The communicator’s first function in the process is to
encode information into symbols that are hopefully common and

understandable to the intended receiver. Symbols can be

written or spoken words, or gestures, facial eoxpressions, and.

other nonverbal indications of meaning.  Body langquage may
of ten mean more than spoken words--an accompanying icy starce

may take all the "warmih® olit of & verbal compliment.
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...nonverbal messages are usually more reli-
able than verbal messayes. DBecause it 1S SO . 5
easy to lie with words, we know that words
alone are not enough to establish the authen-
‘ticity of a message. It is much more diffi-
cult to "lie" nonverbally...Nonverbal commun-—

FING S N T T TR VN

. ications are therefore considered to be rniore .
believable than words. If a verbal message ii
conflicts with the nonverbal expression, we ~y
will tend to believe the nonverktal message. >
We rely primarily on the nonverbal clues to ¢

get our impressions of how honest other people

are -in their interpersonal relationships,

rather than on what they tell us about them-

selves....
It is important for fhe communicator not to “mix up" the
symbols or use uncommon ones. The communieatioh process
. involves transterring a set of symbols representing the com-
mﬁnicator's ideas, not the ideas themselves. Therefore,
unless the communicator chcooses symbols understandable to the
receiver, éhe information transfer will likely be.dietorted.

"The set of §Ymbols when placed in some «channel becomes
a message. Channels are the carriers of the message." Chan-
nels are the physical means used to carrylthe message symbois
from the‘Commdnicatorl(sender) to the receiver. The folloWing
chapters will deal ‘with spec1f1c channels--the lnternal com=-
munication, programs and. products. Mass communlcatlon takes
place Qhen'a channel reaches a large numper of people at the
same ;ime (a meeting) or'ovef an extended period of time (a
newspaper) . It is very important“to realize; heweVer, tﬁis
doesh 't really change the communlcatlve act or its basic qual-q

'ytles. Accordxng to. communxcatlon researcher Melvin DeFleur,

11




It is also true that mass communication is
likely to involve large rnumbers of people in
addition to compiex mechanical or electronic
elaborations of the channels. However, this
is a difference of quantity rather than of
principlte. The relationship between a given
mass communicatcr and a given member of his
audience still takes place with significant
symbols; the nature of meaning remains the
same; and the communicative act still occurs
through the various components....

In gimple terms, a communicator must realize a speech to a
large group of people, for example, will involve both group
dynamics anda reactions found in one-on-one communication.

As soon as a receiver percéives the méssage symbols,
verbal and/or nonverbal, decoding beyins. This takes the’
symbols sent and turns thew into symbols and ideas under-
»standabie to'the receiver. What was meant in the message is
not‘alQays whgt{ié received, for man?'different’reasons. For
example, the sender s set of symbols may be unknown to the
receiver or the receiver may attach a different meaning to
:tho same symbols because of a difﬁerent'fpame of reference or
semantics--words meaning different things to different people.
TheAfeedbéck channel; thch Qill be discussed next, helps
clarify ény'confusion over the meaniﬁg of é&mbols. A way of
making a message clear iS'thrbugh"redundancy. . "In thé course
of a normal conversation manyvpoints are made more ‘than once.
In‘additioh,.the lénduage is itself redundant...The effebtvof
this redundancy is usually to make the message ﬁorc.cloar."‘
dedundancy - is r:l'('u(:t‘.bivo only to a f)()irxt_, however, nn_d th‘()n,

it becomes ‘counterproductive. A final point about decodinq—-
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the process is influenced by the receil,z ¢ npinion of the
sender. How reliable has the sender been in the past? Are
there any ulte;ior motives involved in sending this message?
Decoding, like encoding, is not just simply choosing words.

| The process isn’t completed with the décodingiand "trans-
" lating" done by the receivef. The transfet of meaning needs
a feedback channel to compiete the process. It can he
regarded, in one way, as a role reversal, where the receiver
reacts to the message received and becomes the sender. Feed-
back is essential to any effective—communication, and is
probablyvalways given, whether asked for or not. Feedback
"may not always beleasily recegnized. 1t is through feedback
that communicators find out how effective their communication
has been. Feedback givcslthc communicator the potential for
modification of ful.re communication efforts to make them
more effectlve. WlthQut feedback the sender operates in a
vacuum of doubt--dld the person get my message and understand
what I want° If the reason for communlcatlon is to bring
“about a desired change, then feedback is the dlrect way of
flndlng out ;f'that change is occurtlng or will occur Iater.c

To complicate this entire process further, it occurs in

‘an atmosphere ofA"noise"--any distraction that “interferes
with the effectiveness of communlcatlon. Theré are obvious
"noises," such as background soundc in a room or other people

interrupting a convarsation. Not so easxly noticed distractions

t 13
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can be, for examéle, daydreaming by the sender or receiver.
Repetition without real meaning or purpose behind the words

can also be a form of noise.

Anything that is repeated often witbout effect
is noise. It just doesn’t communicate. People
will see and hear the words but theéy don 't add.
meaning to them. Thus, many things a super-
visor says are ignored, actually never heard,
because they sound so much like what he has
said many times before. ,Such comments as "work
efficiently", "This opefation is vitally impor-
tant", "Save resources", and "The boss is
counting on us" tend to 1ose their impact after
several repetitions....

If a communicator has some control over the environment in
which any cemmunication is fo take'place, an important step
is to eliminate, or redﬁce'as‘much as possible, the "noise"
level. A commander, for example, might say "Bold all my
calls" or conduct a Commander’s Call some other time besides
a late Friday afternoon when peeple are anxious to get home
and start their weekend. There Wiil always be noiee. ‘All a
comﬁuhicator can hope to do is turﬁ down‘the volume.
Considering theee feétors--encoding, transmitting,
decoding, and noise-;how can a commander determine if the
‘entire.proeess works? There 'is no single measu re except,}
possibly, if the receiver’s thlnklng or behav1or changes.
As prev1ously stated, that is the goal and purpose of commun~-
ication. Each part of the model, however, should be con51dered

in determlnlng the process’s effectiveness. Saul Gellerman,
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a management analyst, said communicec.ion is effective when a
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message is

received by its intended audience,

interpreted in essentially the same way by E
the recipients as by the senders, )
remembered over reasonably extended periods .
of time, and -
used when appropriate occasions arise. ;
| For example, pdsting notices on bulletin boards does not 3
i ensure wo:kefs Qill receive tﬁe message (receiving). Using %
: words and ideaslcommon ﬁo the audience assists the decoding ;
and interpretation process (interpfeting). Repeating a mes-, E
sage through severél different channels Qill help the audience %
remember the message (remembering).  With this deécr;ption of ;
"effectiveness," each part of the commuaication model becomes ﬁ
‘critical tc the entire process. | &
In looking at an organization’s cqﬁmunication progfaﬁ,' ,E
a commander codld first~éonsider the éommunication<mod¢1 and E
how it hlghllghts p0551b1e pitfalls. For instanée,'does the '%
commander speak and write in terms and references’ famlllar to S;
airmen who may be a generation'or more younger? Adopting a Si
different speech pattern isn’t necessary, but findingAcommon ' =
terms-understandéble to senlor and junlor alrmen and off1cers< E;
alike wiil incréSSe the "hances for decodlng the message as ;E
the‘senderlwodld liké. A commander skould also be aware of %f
noise factors involved in different communication’channels. Zﬁ
Pfinting the‘same kind of safety stories, with the saﬁe. ii
slogans; each Week\§5 the basze newspaper may create redﬁndancy‘ | ,
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noise rather than drive fhe message home. An important part
of the communication model needed in any orgahization's pro-
gram is the feedback loop. 1If possible, programs sﬁculd have
automatic feedback systems included ana other feedback chan-
nels should be opened to increase opportunities for people

to respond to what they receive. After the challenges of the
communication model, the commander can next consider the qual-

ities of communication that make it valuabkle to the organiza- -
fion's membere. '

These qualities--credibility, openness, perceptions, 'and
bersoqalness-—can individually or together impéct the effec-

tiveness of a communication program in any organization.

CREDIBILITY

Undoubtedly, the single most urndesirable trait for any
employee is dishonesty. The same applies to comminication.
Credibility is a quality embodying trustworthirness, (honesty),

along with knowledge (expertise), and the communicator’s per-

sonal intentions. If a communicator wants to convince someone

"else to do scmething (the aim of communication is manipula-'

tion), then credibility is the key.
...research evidence indicates that...the very

" same presentation tends to be judged more favor-
ably when made by a.communicator of hlgh credi~
bility than by one of low credibility. Further-
more, ...the imnediate acceptance of the recom-
mended opinion was greater when presented by a
nlghly credible: communicator.

16




Despite being essential and influentiél, credibility is

not always present or perceived in the communication model. .
In a 1982 survey of 26 companies, half of the 32,000 employees
who responded said they "had serious doubts about the candor,
accuracy, and fairness of corporate publications." On a
smaller scale, a researcher asked the president and six vice
presidents of a company to predict how most supervisors and
managers in several divisions would respond to the question
"How do you feel this statement applies in this company: “You
can always trust management s word? ." The results were:

Six of the seven (president/vice presidents)

predicted that the supervisors and managers

would agree "overwhelmingly” that management s

'word could be trusted virtually 100 percent of

the time. What did the supervisors and man-

agers (representiny three hierarchial levels)

tell the researcher? Roughly half rhe sample,

when interviewed, reported that they would

trust management 's word only half the time or .
less.... ’

The moral of this example.is managers andAleqders méy ser-
"iously “overestimape their~credibility ratings Qith sﬁbor-
dinates and employeés." Commandersyand'CEOs must realize
‘their subordinates donit 6ecessafily equa;elauthority with
credibiliﬁy.' In some cases, institﬁtions br organizgtions
take on a credipility rating. A wing Staff.officer} repre«
senting the qommandér, may "séretch-the truth" and therefore
tarnish the Eredibility of the command section, and ulti-
matély,tthe commandef. An airman, miéinforméd by one worker
in the Consolidated  Base Pefsonngl Office, méy continué to
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doubt anything th= personnel office announces. Worst of ail,

ence credibility is compromised, it is very tough, and tékés
a long tiﬁe, to rebuild.

The importance of credibility and complianqe with its
high standards must be emphasized from the commander’s per-
spective. When assessing the commard’s credibility rating,

a ccmmander could ask a few guestions suggested Ly Rédding.

(1) On how many occasions in the past have
deeds failed to follow words? How many rosy ‘
--or alarming--predictions have turned out to
be false? (Were the predictions stated dog-
‘matically, or were they carefully hedged?)

(2) How often has management played games .
with employees--for example, by concealing
the true motives behind certain decisions (or
even by propagating downright falsehoods)?

(3) To what extent do company publications
restrict themselves to acting as a cheering
section? Do they merit Townsend s epithet

"warm maple syrup" by featuring nothing but
picnics, anniversaries, and bowling scores?

(4) .To what extéeént do management utterances
consist of "inspirational" sermons on such ‘
themes as "pulling in our belts", "loyalty to
the team", and the "work ethic"?

(5). How often is il easy for people to see
contradictions between official pronouncements
(policies, rules, regulations) on the one hand '
and everyday, practices on the other?  Why?

(6) - Perhaps most impoftaht of all, the real

litmus test: How is bad'news handled? (Stone-
walled? Distorted? Whitewashed?) .

18




Credibility throughout all levels of a command’s communica-

tion program is essential or the people--the receivers--will

turn up the "noise" volume until nothing comes through--true

~ or not.

OPENNESS

This quality in a communication program can be effec-
tively and dramatically demonstrated by the commander ‘s acces-,
sibility. One institutionalized program is the "open-door
policy.; It takes two .people to make it work: a subordinate,
whb really believes that he or she will'be welcomed by ﬁhe
commander, and the commander, who really believes the program
i a worthwhile way to épend precious time. One way to adver-
tise an open-door policy is to do so in person. (Specific |
suggestions on how a commander aﬁd the unit’s members can get
together for face-to-face communication will Ee suggested in
Chaptefs Three and Four.) .The comﬁander must personally
encourage others to constructivgiy take advaﬁtage of an open-
door policy, and then make such visits worthwhile by devoting
full attention to a visitor. The commandér could, for
example, set aside a specific timé‘each day or week Jfor the .
gole purpcée of listening to prbbléms or suggestions" and '
."keep disruptive ihterruptions to é minimum.” '~ The commandeéer
'should“issue instfuctioné to hola all calls (exdept for emer-
gencies, of coursef and $hou1d put all othet_bﬁsinesé aside’

during the visit. _

: 19




Critical to an open-door policy is dealing with the

" precblems that surface during an interview. A commander needs

to "create an atmosphere in which it is made unmistakably

clear that pecple are rewarded,

out or for being the bearers of bad news."

not penalized, for speaking

The majority of

opeh-door visitors will bring in their problems, complaints,

~or sad tales, rather than praise.

These items may be indi-

vidual situations, or they

before-surfaced problems.
for problems brewing. The

open-door policy believing

may reflect significant, never-
They may be a valuable "heads-up"
commander must participate in an

it is time well spent toward better

operation‘and improved morale and oerformance.

Openness in a communication program shouid be demon-
strated io more ways than just an open-door polioy. Internal
publications need_to reflect th;s guality, too; Merck & Co.,
fnc.,.the largest,prescription drug- maker in the United States,t

was hlghllghted in the book The 100 Best Companles to Work

for in Amerlca. .One p011t made in its favor was the policy

intclligent manner. ' There’s no phoniness or condescension.

followed by its company newspapers and magazines. "They show

an openness in dlscu5510n of the company ‘s bu31ner, they
lpox “ray employees in human terms, and they are produced thh

.the klnd of care that makes you think, 'Here’s a company that

vélues people enough to address them in a straightforward,

.

Openness means not only accessibililty but credibility. The .

two qualities are strongly tied together,

20




PERCEPTIONS

It is often not what something "is" that is important(
but what. pecvle "perceive" it to be. A commander s credi-
bility and openness, and those quali;ies in the the internal
communication program, are instrumental in creating percep-
tions held by people in the unit. Brig. Gen.'Richard F. Apel,
director of Air Force Public Affairs, asserts, "Until tne

leader s concern is communicated, it c.n have little, if any,

effect on the organization." . Perceptions'of concern, credi-
bility, and openness can be created intentionally or uninten-
tionally. Redding observed that,

...convincing evidence can be found to support
the conclusion that many managers arz perceived
by employees as treating them as if they were'
jackasses, children, or morons. Don’t miss
that key word perceived. A manager may, inside,
be a deeply caring and sensitive person. But
this fact becomes tragically irrelevant if
others perceive him as unfeeling, callous,
_patronizing--that is, insensitive. Hence, the
pivotal role of communication. If managers

are perceived as insensitive, a close scrutiny
of their messages--especially their uninten-
tional messages--should lead to discuvery of
the factors causing such perceptions....

Misperceptions can also result from conflicting messages pre-

sented by different cbmmunication media. Fbr,instance, a
éommander may condehn,a high vehicle aﬁd persénnei accident
rate at each staff meetinq, Commander s Call, ahd through the
base newspaﬁer, But,“if the éomﬁande;‘is 2’ so qupted by .
local news}media as being proud of theiwing's s%fety pfoé:am.
thén a'serioué diééonnect-of iagas happéhs.‘ The'comﬁéﬁée}NOQ
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CEO iust realize people get messages from many different’

sources. If the messages ;11 seem to agree, the perception
is clezar. If the messages contradict, misperceptions.oqcur
and credibility suffers.

A basic'way of correcting mispetcéptions is by dealing
with them openly and honestiy whénever and wherever they
occur. This_pan be done thréugh the inﬁelligént use of
internal cothnication'channéls. For example, employees may
not believe they are resbected by company leaders. One

employee commented in a company’s communication survey, "We

were officially informed (of the mérger)'two days later via

a press release. Employees should have the right to know
what s happeﬁing prior to publiévreleaséJ" Other employees
voiced similar féelings about the company, “6ut péople are the
last to know about whatis going on inside the Company."
"There’'s ‘an air of sécrecy.f If.the employees did, in fact,
find out ffom“the_news media piané concerning their future,’
rathér thanvfrdm their qompaﬁy_leade;é, then it Qould be hard
<HEE—€5”&evelo§ q'stronglperceptién of “?orgorate sectecy.”
Instead, the Company should have"used ité{internal communica-
"' tion channels to fuliy.inférm itsAempioyees,,and'then wq;ry
about the public ner media. - A fully informed employée is
often,the'beét company spokesperson to news media or friends
outside thc COmpény. The pérccptibn thatA"my company éaros
thnt-I know whatfs:going on" does hhch to strongthen employee

self-respect and loyalty to the company.
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PERSONALNESS

There is no more effective communication channeL than
face-to-face conversation. Unfortunately, the commander of
a wing wiih thousands of military and civilian peréonnel, and
phéir associated 'dependents, cannot possibly use this channel
for everyone and every message. That doesn’t mean, however,
-the concept, sensitivity,'and "feeling" of a face-to-face
meeting can’t be trénsmitted.somewhat tnrough other less-

personal channels. When writing an editorial column for the

base newspaper, or standing up in front of a Commander ‘s Call

audience, the commander can rely on terms such as "us" and
"you and me," rather than "this coninand" or "this sqﬁadron."
This ié not advocatingya familiarity which would dégrade dis-
cipline. Instead, it is writing or §peaking to‘individUals 

in the group rather than addressing the mass.

A positive result of personalizing cémmunication channels .

and messages is developing "a genuine dialogue between
employees.and‘management." An ihdividuai is mote'likely to
respond to wha£ is perée;ved as a'personal message from the
commander with important feedback (like action or suqqesﬁion§
for doing something better). Feedback_provides the sender an
indication of how and if the message was received. withqut

it, the communication act is incomplete. With feedback, one-

way communication channels, such as the base newspaper,.become

two~way channels thiodgh an "Action Line" and other columns

which solicit Opinions.‘ Question-and-answer sessions are an
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important part of a Commander’s Call, toc  The need for per-

sonzlness mesns a commander canrot rely solely on mechan:cel
communication channsls, no matter how well, for example, a bpase
newspaper is put together. The quality requires a commander s

direct involvement in as many different areas as possible.

[

The objective of this chapter has been to identify a
ccmmanication model and discuss several particular qualities
which‘could be attached to the modei. Thesé qualities, as
related to a commanaer’s positidn and participation, can make

or break the success of the model.

The model describes a continuous flow procéss when two
or more people waht to exchange ideas:and influence each
other. A sender uses a set of symbols to encode a message.
This message 1is transmitted via a channel, using one or more
of the senses (primarily sight and/or sound). - A receiver ucses

arother set of symbols to decode the message. The receiver’s

+

reaction to the message is called feedback. With feedback,

the receiver s and sender’s roles'are basically reversed.

The process is continuous and also continually distorted by
factors called "noise." Noise car be any type of distraction,
‘from interruptions and bdckgré@nd sounds to redundancy of .

nessages and uncommon or unknown ‘symbols.

1

Communication is the process used by one person to influ-

ence another. That is its goal aad reason for initiation.
To be successful at influencing others, a communicator should

~consider the«Quality of the'communicéinn process. Four
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specific qualities were discussed. Cfedibilipy is the most
essen;ial élement; and a sender ﬁay.ofﬁen ove;estimate his or
her own credibility. Openness‘odcu}s Qhen a commander i's acces-
siEle to unit members and those members feel they afe able to
bring up bad or good news. in order for the third quality,
perception, to work in a positng'manner, the comﬁander must

limit the possibility of the communication program’s puttiné

out any conflicting, or unintentional messages that could create.

discontent and doubt. Personalhess,‘the last quali£y discussed,
'exists when thé communication p;écess takes’on the feeling ofv
a face-to-face discussion and emphasizes a commandé;’s peréonal
intercvst in keeping everyone informed. Thé nextAchapter will
move from the theoretical and general comments about communi-

cation to a discussion of the internal communication channels

and programs provided for by Air Force regulations.
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Chapter Three

ESTABLISHED AIR FORCE
COMMUNICATION CHANNELS.

Today s Internal Information Program is based cn a pro-
gram started in the Air Force in 1954. The goals and purpose

of the program are still the same, as stated by the Chief of
Staff, General Gabriel,

The program promotes widespread understanding
and awareness of Air Force operations, mis-
sions, goals, doctrine, history, heritage,
and the values we defend. .It tells our people
what they can expect from the Air Force and
what the Air Force expects from them. And it
serves all Air Force people--ac.ive and
reserve, uniformed and civilian, individuals,
 families and retirees. | '

On: of General Gabriel ‘s key point¥ summarizes the backbone

‘of any organization’'s internal communication program. It

must tell the employees "what they|can expect from the organ- -

- ization" and "what they will be expected to give in return."

To do this, a communication program will need two-way chan-
nels, lines of communication running down from the commander
to individual members of a unit and lines running up to the

commander from the  lowest echelons, Also, the up channel

must be able to he initiated at'ény time, nct . .just in reac- o ‘ LN

.tion to a mesSaQe'received from abgve. The Air Force Internal

Information . .Program has established both up.and’ down channels o -
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and different vehicles of communication. Iﬁ every case, thesc
channels can benefit the commander. This ig especialiy true
when a subordinate takes the time ahd‘effort to initiate the
contact. The feedback loop is as valuable as the channel
used to transmi# £he original messggé}

This chapter will investigate the various formal internal
communication channels provided for by Air Force regulations;

The emphasis will be on philosophy, style and content, rather

than detailed mechanics. When approdpriate, the Air prce

channel will be discussed in light of civilian corporate var-

iations and possible improvements.

BASE NEWSPAPER .

The base newspaper is uhdoubtediy the most visible pro-
duct of a commander’s internal commﬁnication program; It can:
be seen in offices, base ‘homes and dérmitqries, and community
areas, such as the commissary and baééAexchahge. This high
visibility means it can become é major éommunication‘channel.
It can-deiiver a uniform, COﬁcise and specific ﬁessage to a |
widely scattered, diyerse audience. . with;a distinctive logo
and appearadce; a base ﬁewspaper can become a source of pride
and identity for a base and it: commaﬂdér. 'Public affairs
guidance urges commanders tov“make'sufe the highesﬁ quality

people are assigned tn the base newspaper" and exempté‘these"

- peop'=2 from "other duties that interfere with base newspaper

production." Visibility means importance; the newspaper can

28




be the keystone of the internal communication program. But,
this prominence can be a danger, too. The impact of the |
newspaper can be exaggerated. A commander who concentrates
"almost solely on the newspaper may ignore other valuable com-
munication channels, such as Commaqder's Call and others to

be discussed later. Balancing communication products and

" using different channels to repeat messages can be more effec-

tive than Jjust producing a slick, three-color issue each week.
This is not to say appearances are not important. An attrac-
tive publication reflects pride in the wiﬁg and its mission;
It communiéates a professional attitude to its readers. How-
_ever, the commander and newspaper staff should be careful not
to let artistiq photography‘énd~priﬁting quality override the
message. As D Aprix summarized, "If you just waﬁt to pfoduce
a pretty publication with good writing and ‘competent photog-
. raphy, that’s legitimate. But understand the long;term con-
sequences. It’s only a tool that’s part of a process, 1It’s
a means,. not an end." o

What s£.aoculd be the cverall missipn of the base news-.
paper? Is there.an underlying theme ﬁying togethér bése
sborts, pefsdnnel awards, and current neﬁs stories, edi*_
toriéls, and an Action Line column? An editorial in the Bell

Telephone Magazine described that publication’s mission in

terms very appropriate to a base newspaper, "Bell Telephone

Magazine is intended to beia publication that ties together '

" events and issues .underlying the events, and shows how these
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faffectfthe'buéinéss, you, and your job.:.We promise to pro-
vide interp;etation and relevance,;..." Tﬁe base newspaper
can help'pfdvide meaning - and imporfance to the many facets of
an Air Force member s professional, as well as fémily and
soqialf'life. Whenever possible, current Air Force news |
should’reiate to local ‘issues and peoplef For example, the

Alr Force News Service (AFNS) functions like a'civilian "wire"

(news) service. Each week, a package of stories about Air
Force people, places and events is sent to each pUblic affairs’
office. ' These weekly packages contain "hard" news stories,

feature articles, and editorials about Air Force-wide interest

itg@s. 6ther "hot" (immediate intergst) stories are sent by
meséage because timeliness is 'critical to the value of certain ;
néws items, ‘Rarely are AFNS stories required to be printed,
although some are. 1Instead, the base newspaper editor and

PAQ choose whicﬁrstories will be used in the limited spacée of
a‘weékly issue.

' lﬁ is importapt;'thérefore; for the commander to make
cleér the'subject areas to be given primary consideration.
'Impoftant'questions td ask.are;‘gls'this story réleyant to
thelpeopie|of this*bééé?" and "Does tﬁe.story “tié events
, together® and add meaning ﬁo the life and mission of this
base?" If thé'answers are §es, ﬁhen the task is to "local-
ize;":.AFNS stories are usually written withla.command or Aif

Force-wide perspective. Localizing means, for instance, ' v

A i e Bt ool

ielling'the airman on the flightline how an Air Force fraud,
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wastoe and‘nbusc campaign will affect daily maintenance pro-
cedures. If a local impact 1sn’t quickly established in a
story, most readers will lose interest and move on to anathef
story.

Stories origihating at tﬁe base caﬁ also add relevance
to the overall mission. The ever-popular intramural SpoOrts
program stories are good exahplgs. They help reinforce unit.
morale and provide an outlet for personal achievément. News-
paper coverage that only publishes game scores and §1ay-by-p1ay
descriptions misses the chance to expand on general Air Force
-éporps program goals. Physical fitness is part of mission
fitness. IStbries about base athletes--how they get into
shape and stay that way--can help educate aﬁd motivate others
concerning their own fitness programs. Stofies about achie-
vers, on the job and off, could not only boost the morale of
the individual, but do sqmething for the base image and make
others feel proud. |

Not évery'sto;y'can be inspiring and uplifting; The
opéhness and credibility of a commuqication program require§
that an interha1'pub1icatiQn deal with probiems[ toé. PAOs
andvpgblic.affairé technicians learn early ‘they are not frée4
wheeling, investigativé journalists. Some news-gathering
procedures are similar, though. They should establish con-
tacts, "a beat Systeﬁ,” throughout the base to gather story

ideas and information. They can also serve as extra sets of

'
¢
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eyes and ears for tne commander--not as spies, obut as pulse-
takers and rumor-catchers. ConsistencyTand credibility are
important in responding to these observations. A commander
may only want to deal with.a problem within the confines of
a Commander s Call or a base council. Depending upon the
situation, nowever, ignoring the pfoblem in other communica-

tion channels, such as the newspaper, may send mixed messages

to base parsonnel. Credibility suffers. Ana,'without cred-

ibility, the newspaper loses value to its readers. The Arco
Spark is an example of a company newspaper that has consid-
erably strengthened the internal communication program of the
seventh-largest oil company in the United States, the Atlantic
Richfield Company (ARCO). Part of its 1mpact and credlblllty
is because, accordlng to Robert Leverlng, a management analyst,
"it doesn’t fawn over management. Nor does it engage in rah-
rah journalism. And it’s not afraid to print criticism of

the company or the petroleum industry." The'Arco Spark could
not do [what it does without top-level management support.
Support from’ the wing commander is essential for a base news-
paper '§ success in dealing with tough issues. It is the com-
mander |s newspaper, reflecting personal‘command emphasis.
.J.it is essential that the editor have the

cgmmander's support in dealing frankly with

lgcal problems and controversy. Through open

dilscussion of problems and controversy, the

base newspaper no longer appears to be hiding

the truth. As importantly, management loses

itls head-in-sand appcarance. In short, people

~stlart to listen and to believe what management
" sgys is worth listening to.
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In addition to credibiliﬁy and openness, the quality of
rersonalness is reflected in a base newspapér. A rule of
:hﬁmb is "Don’'t have the boss in every'photoggaph.” A commander
has other wa?s to interject ideas and opinions into each issue.
One major item is an Acfion Line column, which will be dis-
cuésed in a folioying section. A second way is through a
bersonal editorial column.

Just like the rest of the newspaper s items, editorials
should deal with both positive stories and pfoblem areaé. A
continuous dose of chastisement or "rah-rah" will eventually
pecome predictable and ignored. Publicly praising a job well
done goes a long way»to réinforcing behavior, and boosting
‘morale; when approériate, glcohmander might consider ziting’
exceptional individuals as well as units for their efforts.
Writing @about a problem area in personal terms of corcern,
rather than using an impersqnal, corporate "ﬁe{" can'a;so
qfab readérs’ attention. Guest ‘editorials from other unit:

' cé@manders'and base officials can also pe‘ﬁsed. These edi-
torials should meet tﬁe commander ‘s standards of. 6penneé§ and
»grgdipilitf. A commander might even ipvité non-Air Force

solrces to contribute. Consider, for example, a, situation,

where there is friction between military people and the sur-
rounding civilian community. The mayor of the community may.
.wgnc to'present the feelinqsland impressions of‘fhe local
people in an effort to get both sidés,tp'apbreéiate the other 's
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viewpcint. Conflict resolution can begin by cpening communi-

‘cation channels and lessening tensions. The mayor'é guest
editorial could be the first step in developing a mutuai
anderstanding. The editorial column, hdwever, should pri—
mariiy funcpion as the commander’s forum.

Like news stories, an editoriai car help ﬁie events
‘- together ahd add relevance. 3 news stofy can describe the
basics of how a new aircraft will become part. of the base s
inventory. An accompanying editorial can discuss the'impor-.
cance of this new weapon system in_the'national_defense plan.
The base newspaper staff should always keep‘abreasﬁ of dis-~
tinguished Qisitors to the base. Experts. and topfleVel
officials can contribute to the discussion of how larger
issUes'may'impact the local operation. One PAQ suggested, -
"Don’t paés up the opportunity' to interview senior Air Forée
leaders and other dignitaries whenAthéy visit your base.
These individuals can providé a wealth of inforhation on'key-
Aif'Force issues, .plans apd programs;"' These intérviews
should be 'cleared in advance‘of the visit, so the individuglt
can be ready to freeiy respond to questions.

Editorials, local interviews and“stories,’and AFNS items

are cach important parts of an effec;ivé base ne&spaper.u The

newspaper's readers also judge its utility. The commander and
PAO can monitbr the newspaper s impact in several ways. One’
method is to periodically conduct readership surveys. The

Office of Management and Budget has'approyed a standardized

3
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Air Force Base Newspaper Readership Survey (OMB control num-
ber 0701-0075) valid through 30 Nov 1986. The control number
allowe‘the survey to be administered to military personnel
and their dependents, retirees and Air Force civilian
employees without further clearance. The guestions should
not be changed significantly. The survey topic¢s include demo-
graphics of readership, newspaper credibility, appearance and
interest as perceived by its readers. Quality and content
are aiSo surveyed.
A 'second guage, of a newspaper is to compare it to cri-
’terla readers in general may use to judge any perlodlcal.
The Amerlcan Society of Newspaper Editors prepared a list
whlch 1nc1uded these 1tems. (Author ‘s comments are in the
parentheses.) "
1. Complete but concise.
+ 2. Credible.
3. Relevant.
_4. Easy to read and understand. No jargon or
technical language. (Watch out for acro-
nyms or descriptions and phrases used only
by pilots, or logisticians, ‘or personnel
specialists. Also, avoid writing as 1f
for a regulatlon )
5. Recognlzes the-lmportance of local news.
People want to be proud of their local
paper and feel it helps create a good

image.

6. Well packaged. Easy to find what you
want. Easy to handle.
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10.

11.

12.

13.

14.

15.

16.

17,

18.

Leaves the reader better informed, inore
involved with the cemmunity, a better cit-

izen. (As with cther references to "“com-
munity," substitute "base," "command," or
"mission.")

Fair--the pros and cons of the debate.

Encourages the reader to participate
through speak-up columns, letters, guest
columns.: .

Makes hard news app=2iing, interesting,
something that encourages readers to read
more than the headline and first paragraph.

Knows your community...well...Lets yocur
community know you. Visible and in touch.

...reflecting the needs and interests of
all constituents....{The base newspaper
must communicate to dependents, retirees,
Air Force civilians, officers and airmen,
first-termers and twenty-year veterans.)

Not only covers the community, city, state,
and region--but is local in language, look
tone. .(Among other things, localize the
AFNS.) . :

Unafraid to repeat background information
and definitions tl:at readers need to
benefit fully from a story.

Keeps the bad news in perspective. Hunts
out the reassuring news. (A base news-
paper shouldn’t ignore bad news or side-

step tough issues.) ) ——

Adds appeal with color, graphics, pictures.

...A paper available where people live,
work, shop, travel, eat. :

In contact with readers formally or

informally. (Readership surveys and a
good beat system.)

36

e e




ACTION LINES

An Action lLine 'is the commander’s most visible feedback
loop in the most prominent'communication channel, the base
newspaper. It 1s important fqr what it tells a commander
about the "?eople.climate" on the base and for_how a. commander
feacts to the questions and observations received. As com-
mander of the ist Tactical Fighter Wing, Brig. Gen.

John T. Chain reéarded Action Lines as "éssential to unaer-
standiﬁg what s on people’s minds, and learning the brqblems
of a base." Action Line columns arée probably the most widely
read paft of a base newspaper. The challenge for the com-
mander is to make it appreciated and effective.

Action Line inputs can come tihrough the mail, but most
systems rely on a 24-hour telephone recorder. The calls are
transcribed and then distributed to tpe appropriate office
for a response. It is a good idea to keep a recoid of the
complaints/suggestions/questions'and establish a suépense
sstém'to track them. One answer may draw additional gues-
tions, so éﬁrecord will help follow-on :eseérch. Timelﬁnéss
is importqnt in responding to a~qﬂ¢ty.; The suspense system
shauld work to provide‘answers in as shértha-time as possible.

Timeliness'qontribute54to the evgntualvcredibility of an
answer, Credibiiity is the most critical quality of an
Action Line. The commuhication qgalities¥-opénneés, person-

alness, -and perception-=-also impact‘thé column’s effec-

tiveness. Openness,” for example, can be seen in the way the

S
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column "deals with hard and sometimes controversial issues."

Pecple will be engourag.a to use the column if there.is a
willingness_to handle potentially embarrassing questions.
Previou?ly unknown problem areas can surface. Ore complaint
.éan help fhe commander foretell potential larger problems.

Personalness can be seen in just how strongly -the com-
mander sﬁpports the Action Line and how mucﬁ personal atten-
tion is devoted ﬁo.the answers. Questions and complaiﬁts are
distributed to staff agencies for answers. When a caller is
identified, a response should go directly to the individual,
usﬁalfy from a person responsible for the area in question.
The anéwer shouid also be priﬁted in the next scheduled issue
of the uewspaper.' Most queries are anonymous. The commander
must act as the individual ‘s’ representative by ensuring a
straiéhﬁforward'answer is provided. "There is a natural
reluctance on the part of subordinate agencies to admit‘fauit
or wrongdoing, especially when the reply is being reviewed by

the inétallation commander . *

The cpmmaﬁdef's'personal involvement‘must deal with this
reluctance. 'Peoplé may complain to'identify a problem or
iust té "sound-off." - The goal of the answer should be to fix
the problem and riot necessarily,fepriﬁand someone. One sug—u
qéstionlis'ato have a disin&erested aéency inves;igéte QheV
.more signiticant allcqations'to obtain thc_faéts and insure

the commander’s credibility.” This need not be ‘done every




--------

time. Occasiohal follow-up queries on important issues indi-
cate a commander s personal interest in meking this feedback
system work. Command interest can also be shown by attaching
a cover letter, signed by the commander, to all complaint
invest;gation correspondence (See Appendix).
Question-andéanswer programs are an infegralipart‘of_
corporate communication programs, too. Civilian corporétions
also recognize thevimportance of tcp-level management parti-
cipation. Elmér Andersen, the ~hairman of,ﬁ.B. Fuller
Coﬁpany, one of the major makers of glues, adhesives, and
sealaﬁts, personally answers "The President’s Hot-Line" éné
dav each year: 'The 40 to 50 calls may deal with personnel
problems, ‘suggest ways t6 improve a product, or just chat
‘about how things are going with the company. Other company
presidents maintain regular, every day "hot 'lines" directly
iﬁto‘theif‘offices. Answering a direct Aétion Line may noﬁ
. be feasible in a commander’s daily schedule. ;These'ideas ma&
" be modified, however. A périéd of time could be'dgsignatéd
cach week or month when the commanderfs felephone number
”.becomes the Action Line humberxand the commander éps&ers
personally. | .

Personalness can help with perceptions. Readers’ per-

--------

ceptions of the commander s concern and involvement are impor=

tant. Someone may never use the Action Line, but knowing

it’'s a credible avenue if needed strengthens the general faith’

-1n the internal communication program. Some people perceive
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the Action Line as a forum only for petty complaints. A
ccmiander "snould not be dragged into appearing overly con-

cerned with petty annoyances," but must also guage carefully

the reaction readers might nave to a complaint and its answer.

As Lt. Gen. John P. Flynan (USAF, Ret.), a former Air Force

Inspector General, summarized, "We recognize that complaints

’
'

-are the tnings that cause a man or woman to be less effective
qn'the job or dissatisfied with his cor her environment,"
especially when a lack of communication or understanding is
involved. Whether the problem is real or perceived, it is a
detcrrent to efficiency and morale." |

The Action Line ébes not'replace the chain-of-command,
and the perception that it does should be 'discouraged. .A com=-
.mander should not ignore a question but may end an answer by
's:ronqu suggesting, if_apprbpriaté, thevinquiry should have

been first addressed through the individual s supervisor; One

study of Action Lines, however, found most issues represeated

"frustrations aimed at a particular situation or lack of ser-

vice from outside the complainant'é immediate organizatidn.

In 'such cascs, the individual ‘s immédiafé supervisér cannot
be‘very effecti?e in resolving the issue." These. issues ére
'qonorally "quality of life" concerns. In some cases involving
roetirees or dependents, the Action Line ié péfceived'as the
on]y.chnin-of-cohmand or communication avaxlable td deal with

the problem,
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All these faetors come together-in establishing the most
valuable characteristic of the Action Line-—cnedibility. Com-
plaints and questioas ean't'be ighored or talked around.
Answers need to "explain the reasons for polic;es and prac-
tices (rather than’simply saying that Air Force reguiations
tell us to do it,that way)." The column is a two-way channel,
not just'a one-way feedback chaanel. Someone may complain
about a 51tuat*on and the commander can say, "I'm glad you
notlced thls problem. It s been bothering me, too. Here's
how I think WE can work together to solve it." "For the com-
mander, who normally is placed in a defensive position, it’s
an opportunity to show concern, give credit, inform, take
action and/or elabsra*e on policy. It is also an excellent
opportunity for the'commandef to address important. issues

y .

that might not otherwise be raised."”

COMMANDER 'S CALL

Commander's Call is a valuable part Af an internal coh-
munication program for one major reasonf?face;to-faée commun-
ication:' Face—to-face'communicationfprovides immediate-feed—
back and elxmlnates many 1nterference (noise) factors. Even
when addre351ng a large group, a speaker who is aware of the
sights and sounds of an audxense gets 1mmed;ate feedback.

One quip is'that & speaker shouldn’t be concerned if people

. in the audlence look occasxonall) at their watches. Only

when ‘those people start shakinq their watches to see if they
. \\ ) ’ L .
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are still ticXing shouid the speaker worry. People react

-

witn anger, discust, pleasure, or pride whether in an audience
or in one-on-ore situations.- It s just easier to see it in
the one-én—one setting. If there is a murmur of discontent

at an announcement, however, the comprander can stop and ask
for reactions or gnestions.. To -use a popuiar phrase, the
coﬁmander may have to "fight for feedback."

Commander 's Call must be conductea at least once a
guarter, but can be held cftener. 'Previously,.these meetings
were required:monthly; 1f the Schedhle permits, monthly
meetings incrcase the chances for dialog. However; more
meetings will not bhe producfive»if the commander 6oés not
crepare a stimulating program and bring along a bag full of
enthusiasm and concern for others. An interesting program,
vigbrously cenducted need not ignore prceblem areés or serious
subjects. 1If problems arec addressed enthusiastically, rather
than in a business—meeting monotone, people‘will sit up and

take notice. One major medical equipment firm, Physio-Control
Corporation, conducts quarterly company meetings that deal
with business matters--sales, new products, and goals--but

.

still interject a "fair amount‘oflﬁoopla."‘l(A marching. band

was once used as an eye-opener.) The meetings are,stimulating

and motivating.

.

“Alr Forcoe military personnel are required to attend

Commander ‘s Call. The meetings should . be held during normal

duty hours; a'pracﬁice also followed by civilian corporations.ﬁ

’
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Once a quarter, the Remington Company; maker, of electric | 'S,
shavers, shuts down its'factory-**at a cost of $10,000“'each %
time--so the company president can présent a report to the 3
employees and answer their questions. Remington”s CEO, ?

Victor Kiam, "believes that nothing is more important in

B
. fanty 0,

building a business than regulaf communication with workers

YRS

and giVing them a sense of participation."

-

There are different ways of fostering this sense of par-
ticipation. Keeping people informed of unit "activities, S

achievements and goals" is fundamental. Civilian corpora- '

. e s
P
|t AR

@ .
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tions call such sessions "company reports" or “jobholders

meetirgs." At the Pitney-Bowes Company these meetings involve

R
PP

-

not only the chief executive officer, but also key management.

T

-4
)
A

representatives, such as the treasurer, controller, and

-«

employee relations vice presideht. Together, they present a

" ""‘A

b
-

picture of the compény’s finances, wages and‘behefits, and

current and future operation. A question-and-answer session

O3 e 8

iy

always follows and can last for hours. Pérticipation comes .

Fmo
P R o

when there is an open, nonthreaténing atmosphere,. and a -

N wii I

reasonable anticipation of receiving an acceptable answer f:o

PRl Al T
e
oA AR

.a question. Norman Sigband, a professor of business commun-

ication at the University of Southern California, Los Angeleé, o
v . ).

observed, F:
. . \.:

Top management should remember that it takes )

only one meeting in which an employee’'s legit- ' }3

imate item is pushed aside ("Oh, that’s beyond
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our control"); or manipulated ("Well, the gav-

ernment just wouldn't let us do that"); or

handled in a cavalier fashion ("That’'s almost

too miror for us to work on'"), and all future

sessions will become almost valueless. '

The questicner may not agree with the decisicn. But, .if the
commander tackles the topic with openness, other questions will
surface. The dialog will continue.

Soliciting ideas for possible solutions can also help'
commit people to theif unit s goals. Follow-up is important
in handling both questions and suggestions received at these
meetings. If a question cannot be adequately answered at the

~ time, the commahder must make sure a foflow—up clarification
or elaboration is quickly passed back to the individual.
Someone else in the meeting‘should take notes for the com-

‘mander to make sure the question isn’t forgotten after the

meeting. Suggestions that don’t work should still be acknow-

ledged: "We tried your idea. It didn'f work-because...But,
thanks again for your tﬁoughts and keep thinking abodt better
ways tp 50 cur jobs." Those ideas that work should be_pubr
licly recognized in the next meétipgvand througﬁ otﬁér comﬁund
ibatibn channels.

Air Force civiliah employees a;eﬂnot reqﬁired to attend

Commander”s'Calluunléss'the prdgfam.is'job related and

and should bc¢ encouraged to attend. Their commitment is val-
uable, too, and should be addressed just as the military

‘person’s commitment is.

approved under the union ¢ontract. They are part of thé*team'_

et i e o 0 i <t e = e o
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In some cases, a commander may open the program to the
spouses. Théir support has proven critical toward retention
and on-the-job effectiveness. Bringing them intq the coﬁmun—
iéation channel can build up théir basic interest, under-
standing and support. One commander regularly divided his
Commander;s Call into a business/formal part and a social/
informal half. Families would attend, cookies aﬂd cakes were
passed around and the good part of  the job--presenting awards
and gi&ing reéognition--would be held. No accomplishmént or
achievement is too small or insignificant if recognized in an
enthusiastic way, especially in.front of a persdﬁ's family.
Awards other than 5us£ militafy honors should be considered.
People can be recognized, for example, fqr completing a
college degree program. Many hours of hard work go into such
accomplishments, even if they are achieved during off-duty
time. Personal initiative should always be recognized in
- front of others and with enthusiasm.
| | Creatiﬁg a stimulating program is easier because of the
’freedom’a.commander has to choose tépics and presénfation
methods. Gues;'speakers can furnish intéresting and expert
points of view. In conjﬁﬂdtion with Project Warrior ;ctiv—

ities at one base, "old warriors" from the local civilian

communities are invited. to speak about their military exper-

iences and views towafd the profession. .This could expand -
to speakers from base tenant units talking about their mis-

sions and operations. Quality of life issues can also .be

45
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highlich- .. A credit union representative could present
ideas on {.-~--~ial planning and budgeting, for instahce.
Major comma:s. -:ofing teams, chamber of commerce or better
business bur«<.a. © .resentatives, or the local Rase Exchange
manager coUlq conts Lt iﬁformative télks. Time should be
set aside for questic l’”” speakers, too. |

Another communicati ... *- Coo Commander s Call is the
film clip or videotape program. T weritd b in'addition

to the mandatory Air Force Now film. The audiovisual channel

is used more than ever today by civilian corporations, but

they often produce their own programs or contract out to a
production company. An Air Force base usually doesn’t have

such resources available on a regular basis. Clips and pro-

grams can be obtained, however, through the base audiovisual

library to supplement a topic, such as a Project Warrior

presentation. ' : [

'
‘

SUPERVISORS . N
' Next to talking.directly with senior management, mosi(t

eﬁployees say they "prefer to get their information from ftheir

supervisors.". This may reflect a general impression found in
surveys that "most employees seem to like their immediate| work
~nvironment and the people with whom they work closest--their

work groups and immediate supervisors." The Connecticut Bank

and Trust Company uses supervisors as communicators for a very

practical recason. As an assistant vice president of the bank
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said, "We recognized that the supervisors had to be the com-
municators at the bank. Everyone reported to a supervisor
and that was the best way to communicate." An internal com-
munication program should capitalize on'this hiéh regard and
trust most employees seem to place‘in their immediate bosses.
Supervisors should be brqﬁght iato the communication pro-
gram or chain as early and fully as po§sib1e. To begin, key
supervisors should be identified within each crganization.
- They could be shop foremen, division éhiefs, or other work
groupaleaders as determined'by,each'unit. These people can
become part of the base communication'"netwerk.” Next, the
wing commander or individu&l squadron commandérs could. bring
these people together'to discuss the important role thev can
olay in the communication process. They should understand,
if they‘don’£ alfeady realize, their impact as a primary infor-
mation source. Once fﬁey know whf they are 'key communicators,

then they can appreciate how they fit into the base communi- -

cation system,
These superyisors will becomefthe Airect targets for
information réleaSes, ner'bulletins (See News Bulie;ins,
Chapter 4), of‘hemos from the éémmander. If possible., they
would be caiied together for briefingsjabouﬁ events or future
~programs that wili influence the basé poéulation and/or its
- operation and miésion. At these meetinéé, the supervisors -
could ask the same kinds of‘quééﬁions their subordinates would
_ask if given the chance. Armed with this'infgpmatiéh'an§'”
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pussibiy a news bulletin or w:it;en background paper, thé
supervisors would then go back to their work areas to brief
thelr subordinates. The superVisorsAcould answer questions
on the épot.' lf.a question was raised which coaldn 't be
answoered, the superviéof ccould go directly to the source or
action officer (the public affairs office, for example) for,
more information.

This system has several advantages. It uses what has
already been established as the most preferred source of

information for employees. Supervisors meeting with the com-

mander can ask questions and provide immediate feedback about

the subject. Face-to-face communication will also occur when
the supérvisors meet with their_spbdrdiétes to pass along the
information. The' system doesn’'t require a mass meétihg-of
all bése people, such as with a Comménder's Call. This adds
effiéiéncy and still provides effective face-to-face commun -
ication. If a meetihg‘with supervisors can’t bé arranged,

they can still be prévided a news bulletin moré'efficiently

-than trying to pfint one for each unit member. Finally, the

suporvisbrs will be able-to gather'feedback from their small
work arecas and pass it back up'thé chain to the commander.
>This supervisors’ netwo:k"canlbé used reqgularly as well
as.[or‘subjécts of immediate concornl This practiée could .
further establish supervisors'as roljable and major sources

of information. 'The commander could for example, hold sep-

arate Commander’s Calls for supervisors (officers and senior

48
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noncommissioned officers). Their views concerning problems,
policies and précedures could be solicited. lThey could repre-
sent both themselves and their subordinates. IE supefviSors
discover they can contribute to thé success of the infefnal
communication program, they may take the iniﬁiative to improve
it further. They could intercept rumors and provi&e correét
information to kill those rumofs, for example. As part.of.the
-internal commﬁnicafion program, their credibility becomes tied-
directly to the commander'sf With support, they can be:key

“players and the commander’s best representatives.

PUBLIC AFFAIRS OFFICE

AThe ultimate responsibility for conducting an internal
communication program rests with the commander.: The rolé‘of
the public affairs officer is to "counsel management on the
total communication process." ' The PAO is.thelspeciaiist who
shouid advise the commander about the communication méthods,
techniqﬁes,'qnd.channels available. The PAO should have‘a
mixture of journalism aﬁd,public relatidns.abilities.
Plénning and i@plémenting an effective internal communicatibn
program takes both talents. |

As‘avmemben.of the commander s direct staff, thé PAO
should act both as a communication counselor and an action
officer and éoordinator for the commander’s overall cohmuni-

. cation program. Certain requireménts will need to be fuif

filled before the PAO can successfully act. First, the PAO
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will neced direct and quick access to the commander. Reacting

to either an on-base crisis or an off-base event will require
the ability to discuss aptions avalilable to get the straight
steory out to the bése population. Sccond, the PAO should bé'
invelved early in operatioﬁal planring. For cxample, for a
unit preparing for debloyment, satisfying the infurmation
needs of people is an‘important requirement along with logis-
tics. To assess the information needs of a.base, the PAO
will need to,know what is happening and whatlis planned for
the future. If kept in the planning cgclé, the PAO can be
"proactive--not merely reacti?e-*by anticipating change and
interpreting this (change). to...employees.” Also, the PAO
should workAto be a trusted meﬁber of thelwing team: Just
because the PAO deals regularlyAWitH civilian news media 1is
no reason to cut off the flow of infuormation to this officer.
Countless ekamples, both large and smail, have sh§wn ignoring
weoples” information needs results in operational and per-
sonnel probleﬁs later. . Just as in medicine, an ounce of
prcyention (communication)'ié worth a péuﬁd of cure (explan-
ation).

PAO advice and counselishould not be limited to the wing'
commander. fhe PAb should be avaiiable and,'in&eed} %ctively'
-oife; cxpertise and suggestionslfor improving squédron and
smaller unit internal'communicatioh prbgrams. The PAO should,

‘for, 1 .stance, publish a monthly "néws}ettor" with suggested




topics and ideas for éommanderfs Call. Then, occastional
visits to the meetings could'provide,feedback.about how the
pfcgram is presented.

- The PAO can also‘easure messages ana annodncements
issued to civilian news medxa and the local c1v111an com-

munity agree w1th 1nterna1 communlcatlon messages. Keeping

'the internal publlc.lnformed as quickly and completely as

possible whilelresponding to news media and locallcommunity
requests is an importaﬁtrcoordination task. For an internal
communication program to be'auccesséul, the base population
needs to feel they are the first audience the commandef'

considers.

BULLETIN BOARDS

Bulletin boards seem to be everywhere. They are filled
to their borders with "must-post" items on aafety; voting aﬁd'
the suggestion.prqgram: ‘fhejdaily admihiétrative bulletin
and other'miscellaneoaa notices are'also'arfanged neatlyl Do
these hallway and orderly room b111boards have a 1e91 lmate
'functlon in a commander S 1nterna1 communlcatlon program?
They gdo, but to a limited extent.

Bul}etln boards have 11m1ted'impact becauae they are
always in the same.spot and usually look the same, no matter
what is posted. They become'part of the background. At best,
most peop{e,only oceasiqnally stop for quick'perusals. How |
can‘balietin boards beceme-a'reéular news stop? To staf;,
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work of people. Councils have representatives of various

units or.groupé 6f people meeting reqularly with the commander

or a command representative

. These councils are also used in

civilian corporations. Their purposes are basically similar.

They act as a forum for discussing problems or suggesting pro-

grams to improve the working and living environment.

No matter what the membership or charter of a council,

it is a two-way communication chunnel that should not be over-

looked in the total base communication program. The qualities

of credibility, openhess, perception and pefsonalness are all

present. Questions and complaints need to be addressed construc-

tively and directly. At the same time, the commander can use '

these meetings to present v

iews and information which should

be passed to the units through their council répreSentatives.

Information preéented in these meetings should agree with

other communication channel
of issues is also very impo
will take back with them no

but the tone and quality in

- NEWCOMER

s, both on and off base.. Follow-up
rtant,' The council representétives.
k only the information presented,

which it was presented.

First impressions are
Newcomer Treatment and Orie
to make a newcomer’'s transi
painless and smooth as poss

organizations talk about th

’S_ORIENTATION

important. - The Individualized
htation { INTRO) program is designed
tion into-:a new unit and area as
ible. Staff agencies and base

pir functions ‘and services at these
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meeatings ald periodically for new arvivals. Tuis may a.so
be the first occasicn for the newcomers to meet the commander.
The commander undoubtedly will want to present certain
standards and discuss important local iésues. Whatever the
topics, the commander should élso be aware that this is'thé
first time to be seen in the rolebas ébe base 's chief cqmﬁun—
1catar. it would be appropriate; for example, to describe the

basic philosophy of the base newspaper s Action Libe or
encourage active feedback throughvéuperQisors and forums scuch
as Commander s Call. The comwander could briefly describe the
various communication chanhels‘iyailable on the base. from
the start, new people should be aware of the internal commun-
ication system created to help them do their job more effec-

tively and establish a high quaiity of life. ,. -

v e e




. really do care about what our employees are thiﬁking.“',

Chapter Four

» SUGGESTIONS FOR NEW
' ' COMMUNICATION CHANNELS

Establishing and developing an internal communication

program is critically important for a civilian corporation.

~Successful companies probably have effective communiéation

pipgrams. United Airlines and its chairman. Edward Carlson,_
illustrate this theory according ﬁo Gerald Goldhaber, vice
president of the International Communication'Association.
Before Cétlgon took o&erlthe’company, United lost‘$4i_mi11ion
in 1970. Carlson evaluated United’s communication program as
inadequate, "...people were poorly iﬁformed:,they didﬁ}tlunder-

stand why certain policies were necessary.” The new president

started traveling around the company circuit (200,000 miles
a year) to talk with employees in formal and informal meetings.

Called "visible management," this program was a key, manage-

ment. believes, to United’s comeback. In 1975, the airline had

'$86.3.million in pfofits{ According to Carlson, "We work

- pretty hard at communications--all of us. In my visits I con-

staht}y encourage employees to raise problems and suggestions.

In turn, we are careful to respond to their ideas, because we
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. Unfortunately, not all corpérations are successful in
: developing their internal communication programs. The Opinion
Réséérch Corpdration summarized the general state of corpo..-e
vfcomﬁuﬁicaﬁions as viewed by about 250,000.employees. "Most
7émployees,'even at the managerial level, feel that internal
>comenication in today’ s organizations is deteriorating.
3Eméloyees believe that they are not kept well informed, fhat
.management'is'not willing to listen to them, and that they
have to rely on the grapevinelfor infofmafion." There are
two important questions an organization needs to ask in devel-
oping a communication program: Whaf kinds of info?mation d
e&ployees want and need? What sources do employees use té get
this information? The International Assdciation of Business
Communicaters sﬁonsored a survey in 1981 of 45,000 United
States and Canadian workers. The survey found the follcwing
information concerning whét kinds of information employees seek:
(1) Future plans of the orgéﬁization--95 %. .
(2) Persoﬁnel policies and practices--90.3 %.
(3) Productivity improvement--89.7 5.
LA)lJob-felated infbfmation——89‘4 %.
The_mdStldsed and preferred source for this information
was not an establisﬁed publication orvformal.meeting.' fﬁvwaé_
“the sdpérvisor. "Unfortuhately, many more erployees (90.3 %5
~would like tao bo qeptinq.more ihformation from their ﬁanaqers
“than:actually_aru at present (55.1 %)." The grapevine was

the second most usdd source (39.8 %) but the ieast preferred
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out of 15 different communication channels discussed. The ..
grapevine grows where there is a temporary information void. fﬁ
People turn to it when no other information sources are avail- Eg
able. ;j

Other highly-favored sources indicate employees  strong 3&
preference for face-to-face communication with decision makers. ;ﬁ
For example,'"small group meetings" and "top executives" were . i:
listed'second and third respectively behind "immediate super- .ﬁg

viscrs" as preferred sources. Employee handbooks, orientation

meetlngs and regular publications . followed these top three.

The emphasis clearly is on one-on-one and small group commun-
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ication, with the chief executive and_staff involved. Publi-

cations and lerger meetings and orientations supported these
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The previous chapter discussed the current Air Force

internal communlcatlon channels. They provide for the impor-
o tant characterlstlcs of personalness and face to-face commun- éé
' ication: The base newspaper can supply the background infor- o gév
sotion to support the messages given by the commander through ;:
Commander s Call, the INTRO program, and base council meetlngs." EE;
This chapter w1ll expand on these channels.. It will sug- ﬁf
gest other ways a commander can meet people‘and keep them éj
informed. Most of these ideas are hased on civilian cor- ;i'
poraﬁe experience. They have proven their worth. . But,inot E?;
every. idea w1ll suit the base, the sxtuatlon or the commander. b
.They are presented for con51deratlon to fit spec1f1c needs. éii
57 - .




NEWS BULLETINS

A television advertisement for the Wall Street Journal,
the premier daily financial newspape;, disparages combetition
from weekly business magazines with the comment that thé maga-
zines  news often comes too laﬁe to be useful to the reader.
This is a problem all weekly §r ﬁonthly publications face.

The weekly base néwspaper is no exception. If an import%nt
event happens on Friday, it will have to wait a week for base
newspaper coverage.

A week may be too long to wait, however. An event or a
Story published in'civilian news media could spark specﬁlatidn
among the military and c¢ivilian workers, Without an official
version of the story, the gap will quickly bé filled by the
. "grapevine." To fight the grapeVine, a base internal commun-
ication program can fill in the.time between regular. publica-
tions with other information sources. Just as the Air Force
Ne@s‘Service uses the mgésage system to send out "het" news
stofies worldwide, a base can also establish its own system
of news:bulletins.‘ The procedure and giounﬁ rules can be o 3
simplé. |

(1) The news item should impaét.a significant part of the

base populatiéh. The'item could address mainly spousé-depenaent

and civilian employee groups, too. | ‘i

(25 The value of the news item would diminish considerably

iff held back until the next regular issue of the base newspape:} ' .

The story may be, or have already been, mentioned in other news
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media. Without an immédiate "straight facts" story, damaging
rumors and speculation will fill the news vacuum. People may
need to react, to do sqmething; in reéponse to the news item.

'(3).Thevitem must be approved by the commander for this
priority release pfogram. Overuse of these bulletins can.
reduce thé idea’s importance and impact. The items will no
longer be'handled with the speed needed.

(4) The format and name of the news bulletin (Speed-o-
éram, Commanderfs News Flasﬁ; etc.) should be diétinctive,
enabling it to stana out among routine messages and paperwork.
Eveﬁ a certain colofed paper could be used.

(5) The Public Affairs Office would prepare the release

. and take care of any research and coordination prior to release.

The base printing office would give priority attention to the
bulletin. Distribution can be handled through the base dis-
tribuﬁion system or hand carried through any other system
devised for expeditious delivery.

(6) key people in the'bése infernai communication network
shouldAreceive'copieg. fﬁese peﬁple can ihcludé'subordinéte

unit commanders and first sergeants, heads of staff agencies,

"and key supervisors. Orderly rooms and administrative offices

would ensure copies were'posted dn bulletip boérds.'Other
copies can be posted on public bulletin anrds{ such as inAthe
COmmissary,-base.exchénge; clubs, post offiées, dining halls,‘
ahd creﬁit unions. Workvarea,supervisdrévand>unién stewards

could use copies tb brief|pe6p1eloa the job.' ,. o

59,

It

3
i
»
M
b
[
.
»
b
&
i

.
f

4
¢

¢
.

o £ B

PRI

PRI P 25 ok

. SR A

P,

ERES .2 YWl g

LLrs P PLAE S S PSSk

L N S e M S

A )

LLLLd halsalsr

SRR

v v

e
Caaataala




(7) The release would not be longer than one typed page.
This would_facilitate printing; distribution aﬁd1pésting.
Only information essential for the reader’s immediate under-
standing and action would be required. Details éould be pro-
vided, later in the base newspaper., through Commander's.Call,"

or by other communication channels.

TELEPHONE NEWSLINES/RUMOR HOTLfNES

Along with a news bulletin, a telephone newsliné.is a
channel that can proQide quick‘news. It-.uses a telephdne auto-
matic recoqdingland answering ﬁaéhine. 'A news message can be
recorded for playback. The message can be changed, as needed,
to keep it current. Stories, written in’thebform of'éhort‘
radio news bulletins, can deal with a quick—breaking”situation
affecting a large, portion of the base population. Tﬁis'ser-
vice . would fill in the information gaps between requiar commun-
ication media, such'as the béée pewspaper;. After normal'duty>
hburs,'it could be available to anyone wﬁo has heard a rumor
and wants té knéw tﬁe official stofy. | V

This chahnél cén also'help confrol rumors by tufqing into
a live ngwéline and rumor control line; The line could run
directly into the Public Affairs:bffice.' During nqrmél duty'
hours, or duriﬁg off dutyfhouré.in’an'émergeﬁcy situétion,_;
publié dffairé staff members could answer the calls personally.
They wouid be able to provide the text of an officiéi news

relcase or the details cf a story. - Also, and this could be
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“an important extra benefit, these staff members could respond'
to questions. They.could take down the rumors people hear
across the base. iThese questions or concerns could then be

“addressed in future base newspaper stories, cpmmander's
meetings, or telephoné newsline recorded answers. Many people
automatically pick up the telephone to'nall someone when they
want to find ogt‘if'a story is true. This.system would.let

'them‘satisfy their urge to find out the facts quickly, while
enabling them to get ﬁhe straight story. A teiephone_news-
line need not wait for an important, fast-breaking news item.
Daily base news, future events, and tidbits.of information can

contribute to the overall goal of satisfying peoples’ inforf

mation needs.

COFFEE BREAKS AND LUNCHES

A formal.Cbmmander's Call or employee quarterly meeting
"can'shut‘down a unit's.operatinn o:.limit productivity for an
afternoon. It is efficient for communication because it deals
with a large number of people at once, while still»préviding

the chance for face-to-face communication and feedback. -Some

civilian ‘corporations have altered the concept by reducing the

number of peopfe involved in a meeting but'increasing the number

of meetings.

One of the largest newspaper chains in the United States,

Knight-Ridder Newspapers, Inc., has ‘developed meetings between

o émployees and senior managerS‘called’”management.coffeé'breaks."
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Groups of 20 to 25 workers get together with company leaders

for an hour and a half "coffee break" to discuss anything

F T WGP W M ¥

about the operation except personalities of specific individ-

uals. Questions can be submitted in advance and, says presi- g

PR -

dent Alvah Chapman, "Some are real zingers."

At Rémington, they serve coffee, tbo, and call théir
weekly Friday morning meetings "Coffee Klatches." Each 
meeting brings in‘about 10 peopie to meet with managéméhﬁ and
eQery employee can attend at least one meeting a year. "They
are told the latest news about the company, complaints are
aired, ideas are heard." Other large corporations break
meetings Abwn into departmental sﬂze.' Small groups of Delta
Airline employees meet on a regular basis with the "seniof
management of their department.” A Colorado medical products
company,_Cobe‘Laboratories, Iﬁc., serves more than coffee to
weekly gatherings. Buffet lunches, hgsted by séniqr ménége-
ment, are heid for groups of 50 employeeé. fhe compényﬁleaders
talk about current company issues and prospécts}and "learn.b
first-hand agout ¢ommon gripes." B

"A spocial quality. of these small'meetings is that there
is trge face-to-face communication. Empyoyées,who'come back
from a meeting will undoubtédry spread the latest newé to
their feilow workers. The individual attention of senior ﬁan;

agement strengthens the employees’ personal ties to the
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company. Employees feel "the company does listen to them."
They become an important part of the company’s communication

process and its ultimate success.

OUR CREDO

A wino commander may not be able to personally meet every
new unit member soon after that person arrives on the base.
.How can tne commander communicate ‘the mission goals and phi- f
,losopny of the wing to each newcomer? This can be done at an
INTRO progrém: ‘But, that is only one meeting packed with many
- other speakers and topics. If professionalism and certain
standards of conduct are important to a commander, then it
might help to re—emphaéize these ideas. One such way is to

develop a credo,la‘set of principles.

- These principles can be set down in a booklet using simple

and direct terms that apply to'everyone. Johnson & Johnson,

the 1argest health—care company in the United States, does this-

in a document entitled "Our Credo." The company ‘s prxnc1p1es
and. operatlng standards are part of every employee’s training. .
A copy »f the credo is glven to all new company recrults.‘ Moog
Inc. (electrohydraullc control products) details its company
»hilosophy in the beginning of the company's‘employee handbook.
Effective credoe are basic and concisel Whetner in a
booklet or on a sinéle sheet of paper,-they'shouldn:t just be
passed out without commentl At .an INTRO brleflnq, or prefer—
ably at the 1n1t1a1 conference with the unlt commander, new
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members should have a chance to look over the credo and ask

questions. A few words from the commander, with the credo in
handh can reinforce the message. Then, the iﬁdividual can
éttach more meaning and significance to the words. A foun-
détion of understanding can be laid upon which further commun-

ication can build.

SPOUSE 'S ORIENTATION

In an article "Is There Life After 5?", industrial rela-,
tions expert J.H. Foegen, disdussea the challenge facing
. families in resolving home/work conflicting priorities. There
.is no simple solution,  but "improving'all éhe communiCation 
channels can at least alleviate the major problems." The
company talking direcply to the spouse of the employee is one
) suéh channel. |

This is nothing new for the Air Force, but the channel
ray be greatly underused. Most programs revolve a;ound some
type of wive's ciub and its social activities. The growing
conéogt.oflthé‘"Air Forcé Fémiiy“ is siowly chénging,this pre-
occupation., Squadron‘open houscs and tours help spduses see
the workplace and'get a fcei for thebjop. Spouses are also
invited oqéasibnaliy to a Commander ’s Call;

| _‘More can be done to‘éommuﬁicaté informgtion and a

"foeling"vabout ﬁhé unit ‘s mission, goals.and daily'cha1~
pdng-s. A périodicjcbﬁmandor's newsletter, direcfcdxspocifi-

cally at spousés, can furnish reqular doses: of news about unit
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activities. For example, the wing will take part in a combat

exercise., Flightline mechanics and hundreds of other people
will work long shifts, under considerable pressure. The com-
mander ‘s newsletter could talk about these upcoming challenges
and what will be expected of everyone. Also, the explanation
can deal with why such exercises afe impoftant ta the wing and
the Air Force.

The best kind of communication, face-to-face, is impor-
tant wlth spouses, too. Previous sections of this handbook'
have suggested including spouses in Commander’s Calls. ﬁhy
not a separate quarterly or biannual Coﬁmander's Call for
Spouses? The meeﬁlng could follow the same format as a reg-
ular Commander’s Call.. The unit’s activities and problems
could be discussed. Awards and recognition could be given for
special support efforts -on behalf of the unit, wing or base.
An Air Force Now{film could be shownv And, of coorse. plenty
of time should be set aside for questions and answefs.

Other get- togethers could follow the format of’ the man -
aqcment coffee breaks or lunches also discussed in thxs
chapter. These wouldllnvolve smaller grogpslof spouses in
discussioﬁs'aboui unit operations and goals with. senior
leaders. Whetherlthe event is a Commander’s Call for Spouses
.or a Spouse s Coffee Break with the Boss,Ainvitations should

come dlrectly from the commander (probably through the mallv/x.

or hand carried by the mllltary member)
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The puréose of these programs 1is to bring the spouses
into the communication loop. Supervisors and commanders can
explain specific projects and operations and describe exactly
the impbrtant'role each military member fills. One gc-.. of’

this effort is to support husband and wife discussions about

.home, work priorities. As Foegen stated, "If one spouse doesn’t

"know why the job is such an all-consuming interest, under-

standing is'unlikely."

WALK~AROUND COMMUNICATION

Walk-around communication occurs when the cémmander gets:
out of the office and visits the work areas and dormitoriés..
In a sense, it is a pfoactive, rather tharn reactive, version
of an open door policy. This is the kind of communication used
by chief execut.ves such as Un;ted Airlines’s Edward Carlson
1n his "visible management.” Thé agenda is simple--just speond
an afternoon wélking through the shops in maintpﬁance or an
evening visiting an airman's'dormitory.

But, a éommander's'time‘is scarce and valuable. fWhy ‘
wouid this program be worthwhile? First, it brihgs the com-.
mander into face-to-face communication with many different
pcople. The environment is hon-thfeaténing sihce'it is the
airman’s dormitory (home) or the civilian empiqyeé's work
place instead of the commander ‘s offiée or an auditorium uéed

for commnander 's Call.  The tonics raised can be what concerns

the individuals, not what 's on 2 meeting agenda.' Feedback is

]
.
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direct and quick. There should be time for questions and dis-
cussion. Above all, such visits indicate' the commander s

strong personal interest in kceping people informed.

EXIT/PCS INTERVIEWS

A successful communicator fights for feedback. A com-

mander should be as concerned with finding out if the message

is getting through as with finding new channels to deliver the

‘information. Action Lines and Commander’s Call are two major

feedback channels. They may not reflect the complete picture,

however. Not everyone is motivated enough or feels comfor-
table in using the Actibn Line or staqding up in»Commande;'s-
Call to ask a question.: Other feedback channels that bring
people into the feedback process may be considered.

One methbd'could be an exit or permanent change of sta-
tion (PCS) ihtervicw. The Air ForcelAcédehy, for example,
~asks éach cadet who decides to disen;QIi why thevcade;,made
the decision and what factors were considered. Civilian cor-
po;ations aisb use these‘intgrQiews bebaﬁse~“eﬁployees are
moreiépt to'speak.openly;” TheSé interviews touCh‘on‘ﬁanyx
different'topics of e@ployee‘life,'working'conditions; and
arritudes. One Ereé is ﬁhe_management-émployee communication
environment. | | |

Tﬁe objective of these interviews is to discover how well
'thg 6ntir¢ base internal cémmuniéatién.ptogtam is working.

They codlq be conducted on a fandom basis with personnel
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de@arting different base organizations. There are c.. .ain
areas that might Be of concern in guaging the health and per-
ceivea success of an internal communication program:

(1) Opinions abodt the established news media sponsored
by the Air Force, such as the base newspaper, news bulletins,
and aﬁdiovisual prgductions.

(2) Cpinions abouf the commander s visibility and parti-
cipation in tpe internal programs. Thouéhts on perceived
credibility, openness, and personalness.‘

(3) Face-to-face coﬁmunication programs, including Com-
mander s Call or other special programs (céffee Break meetings/
management lunches). _

(4) The role and impact of immediate supervisors, peers
and grapevines. How importént were these channels$ and were
they preferred or did they fill in an inférmatiod vacuum?

(5) In the individual’s opinion,.what'couid be done fo
improve the communication environment of a particular_oréan-

ization and/or the base in general? What were the strong,

positive points, also? - v ‘I , !
The in;crview could be adﬁinisﬁerea b?'the PAO, GSing

open- endod questlons in an interview format. The ‘identity of

the interviewees would not be known. except for some basic dem-

'oqrabﬁic information. ' The purpose is not to tie answers to

a4 person, "but to qct one more 1nput into a general 1mprvbsxon.

‘The aqswors may p01nt out a. faulty aasumptlon on thc part ot

. the léadership team concerning how pcople get the information
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they use to do their job and live their daily livées. A sug-
'gestion may be valuable; an observation may indicate a short-

coming. The end result may be a more effeétive_approagh.

69

.

‘l

o
.

b

.

4

.

»

'

IS

)

»

[N -

I -

o

l‘

. .

3

™

by .

.

y

~ -

9

~

"~

[

h

L

g -

\.-

-

~ -

1 .

1 s
A
i

- e

. -

N -

« S

R = -

+ &

.

-

Y




PEJUNMMIEND

Gram. Although writtoon primarily

this handbock can also be

cemmanders, or d'vision chiefs.,

snould apprecilate the 1mportance of communication and know how

tne process works.,

SLrLOsc-=noluing tne

nal communication pro-

wina, base commanders,

squadred- cormanders, deputy

Leaders at all command levels

Not all organizations are successful in developing and

implementing an internal communication program. 'Different

surveys have been cited which show considerable discontent

with such factors as where and how employees get information

and whether or not management communicates. in an' open, honest

and effective manner. Problems are not limited to civilian -

organizations. Discontent with a unit or base’s

system.can quietly erode unit cohesiveness and a commander 's

f

offoctiveness. 'Even if the “"system" séems to be working well,

“therc is always ancother idea' to add more life or reach one

more person. Innovation helps keep anyAcommunication program

alive.
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Developing new methods of getting the message across is

one of the reasons behind this handbook. The programs are

e a s he b b diiad INE,

presented in a way that will hopefully stimulate other ideas.

The premise is that the commander can’'t go wrong trjing varia-

tions as long as the main theme remains: communication is

essential to leadership. Through its processes, the commander-
helpsfpeople "understand the meaning of their lives in the work

place."

There are other conclusions and recommendations includced

st it

in this handbook. They deal with a general approaéh to
improving a communication system instead of specific.progréms.

(1) A éood starting po;ht for developing a communication
program is understanding the'communication process itself.

How and why do people communicate or not communiéate?l The
iack of common meanings for words caﬁ hinder the encoding and
decoding processes. Noise factors can distract from the‘main
message, and feedback is a necessary and critical quage of how
the process is working, .

(2) Certain qualities about the commandéf and the prbcess
make communication valuable to others. 'Undoubtedly, the ﬁost.‘
important qhality is credibility. without people believing
"in the Comﬁander, thé;message énd the communicatiog.tech—
niquéé used:to present the messayge are worthless.‘ Other
QUa]itiesvthat inct éasc the‘éffectiveneés of a commander arc

openness, perceptions of others, and personalness.
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(3) The commander should always fight for feedback.
Reéctioﬁs of others tell the commandér‘if the message is
getting thrdugh and if the message is the same one the com-
mdnder was trying to deliver. ‘There are feedback channels
available in different communication programs. Action Lines
in the base newspaper, question—and-énswer sessions in
Commander s Call, base council ﬁeetings aﬁa informallmeeﬁings'
with peoplie are examples'of feedback channels. People must
believe giving feedback will not result in retribution and

vobservations/complaints will not be dismissed oﬁt of hand.

(4) The best way to communicate ié face-to-face. The
commandér should always try to be personally involved. Print
media do'not provide immediate audience feedback. Not 6n1y
does face-to-face communication increase the chances for the
message to be dnéegsﬁood, it aads immeasurably to the credi-
bility, openhess and personalness of the commandef. . Face-to-

face communication can be done thrbugh Cgmmander's Calls.

‘ ‘ . . i
Smaller'heetiﬁgs, such .as coffee break sessions or w@rk area
visits, are even more valuable.

(5) The'commander'sh0uld.use the entire base|communica-

tiqn system, 'Instead of just runningva étory in thé base news-
'paper, the»commandgr‘can discuss a subﬁéct.in Commande:'s Cail
or in smaller group meétings."Announcements can be posted on’

bulletin boards or recorded on a telephone newsline. According

to Professor Don Randy of the University of Missolri School «
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of Journalism, "Some media are more effective than others for

LEFAT

certain subjects, but the media themselves are secondary to

-

bnsl

"I

the message, and face-to-face communication is the most effec-

oo ey
LR
P e

tive." Probably the best approach‘to keeping pedple informed, o .f.j
concludes Professor Randy} is_to use a multimedia épproach'"tO‘
capture the minds, eyes ahd ears of a diverse work force."

(6) The public affairs officer should be the commander ’s
expert advisor én'commﬁnication. ’Many PAOs who head wing-
level offices are junior bfficers (captains and first lieu-
tenants). They are relatively inexperienced in the Air Force
éompared to other; senior'membérs of the commander s staff.
But, they are éducated and tréined in the mechanics and tech-
nigues of commun;cation. A new commander should meet early
with tﬁe public affairs officer to esfablish in the PAO s mind .
‘what exactly the commander s mission priorities are. The PAO’s

task is to help the commander address those mission priorities

through the basé internal communication programs.
This initial planning session can help set goals and pri-
orities. It can establish the commander s personal philosophy

and methods. concerning communication. ‘What programs seem to

be working? Have other ideas been tried and what was their

success? ‘For example, what kind of agenda would .the commander

'y 5
. manrdns

feel comfortable with for Cdmmander's‘Call.' Would the com-
mander wantvfo establish regular meetings with supervisors or

i " %

small groups of pebple from different base ‘organizations? The . g

e -
.

commander should discuss what proccdures are available for
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qguick dissemination of news or how a "bad" news item can be
handled credibly. Regular meetings with the public affairs L
ofticer can help the commander adjust the initial communica-

tion plan in response to feedback or changing situations.

L RPLRTRR

Programs are not as important as the continuous process of

¢

. r
Pl B R

communication and.the public affairs officer should assistvthe
commander in‘monitoring the effectiveness of this process.

This pulse—taking can be done through inforﬁal surveys, formal
questioﬁnaires (asvapproved by Air Force), and local programs,

such as exit, IS interviews.

EER A0l TASUAD WY 505 LIRS

These recommendations have one common requirement--direct

'
bl

involvement of the commander. By virtue of the ppsition; the

o

commander becomes the founfainhead of information for all those

who live and work on a base. What should the commander strive

-. " . n' \. “l

for in an internal communication program? Irving Shapiro,

Lo

former chairman of the board of DuPont, summarized 'the goal

of‘internal commuhication,

1

At a mlnlmum, peOple in an organlzatlon should

. know where the organization is headed, why it
has chosén to go that way, and what their per-
sonal role in the mission is to be. Their
feelings about these matters must be solicited
and considered. THey must have .the opportunity
to contribute to policy formulatlon, even though
the eventual final decisions still rest with
management. But their sense of participation’
and support is vital.
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APPENDIX

The following }etter wés‘used by a base commanéer who ran
the "Hot Line" prdgram. It is juét one example of the type
of letter that can accompahy a questioh sent out for an answer.
The term "Public Affairs bffice“ has been substituted for

"Information Office" to bring thre letter up~to-date.

TO:

_ " The attached Hot Line submission was received and pro-
cessed by the Public Affairs Office on . Since the
_subject of the Hot Line falls within your area of responsi-
bility, it 1s requested that you prepare an appropriate
response for my signature and return it tc the Public Affairs
Office within five working days.

In preparing your response, please keep in mind that we

. want to be concise and truthful in our answers. If we are

© wrong, admit the fault and say what is being done to correct
the situation. If we are not wrong, give the reasons without
~ demeaning the individual submitting the Hot Line. However,
under no circumstances should we use a regulation as the sole
reason on why something is done in a certain way. Above all,
make s'ire your response answers' the question, if one is asked,

- and that all responses are written in a positive tone.

If you have any questions rcgardlng thls Hot Llne, dall
the Hot Line Monitor at Ext. _ . :

Awing/Base Commander Signature
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